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FOREWORD

State council on vocat onal education staff are responsible for organ-
izing, focusing, and carrying out the activities of the council membership as
mandated by the Carl D. Perkins Vocational Education Act of 1984. This hand-
book enables couaciI staff to benefit from the innovative and successful prac-
tices of council staff in other states.

The profession is indebted to Carol J. Moellman for her scholarship in
preparing this paper. Ms. Moellman has been Assistant Executive Director of
the Illinois Council on Vocational Education since 1980. Previously, she held
administrative positions in vocational education within the Kansas State
Department of Education.

The National Center wishes to acknowledge the leadLrship provided to this
effort by Dr. Robert E. Taylor, recently retired Executive Director. Fredi
Griggs, Missouri Chair, Council on Vocational Education; Dr. mark Newton,
Associate Director, Field Services and Personnel Development Division, and Dr.
Harold Starr, Senior Research Specialist, of the National Center for Research
in Vocational Education, contributed to the development of the paper through
their critical reviews of the manuscript. Dr. Wesley E. Budke, Senior
Research Specialist, coordinated the paper's development, assisted by Ruth
Gordon and Sandra Kerka, Program _Associates, and Catherine Thompson, Publica-
tions Specialist. Clarine Cotton, Marjorie Dellinger, Jean Messick, Sally
Robinson, and Sarah Guda provided clerical support, and Janet Ray served as
word processor operator. Joan Blank of the National Center's Editorial Ser-
vices edited the paper.

The author wishes to thank the following persons for their assistance in
providing suggestions for content and sample materials: Peter Johnson, Illi-
nois CoVE Executive Director; Harlan Giese, Iowa CoVE Executive Director; Dr.
Donald Claycomb, Missouri CoVE Executive Director; Dr. Barbara Atkins, Michi-
gan CoVE Executive Director; Dr. John Mercer, Minnesota CoVE Executive Direc-
tor; Richard Cross, Maryland CoVE Assistant Director; Carl Herr, Pennsylvania
CoVE former Executive Director; and Will Reece, Texas CoVE Executive Director.
The author also acknowledges the support of the Illinois Council on Vocational
Education and the entire Illinois CoVE staff for their critique, suggestions,
and overall assistance.

Chester K. Hansen
Acting Executive Director
National Center for Research
in Vocational Education



EXECUTtVE SIMMARY

This handbook is designed to be a resource for those persons employed,by
state councils on vocational education'. The purposes of the handbook are-to
help clarify the role of staff, serve as a resource guide, and stimulate
thinking about alternative approaches. It presents alternatives, suggestions,
and examples of success.

The handbook identifies conditions that may affect council work, how these
conditions tend to influence approaches, key factors that Might alert staff to
their existence, and'where and how they may come into play. Therefore, alter-
natives are given and examples of states known to have expertise in the area
or that work within identified conditions are cited in parentheses as
resources.

The handbook is divided into several topical areas. The first, council
membership, discusses council appointments, new member orientation, getting
members Involved, keeping members involved, and keeping members informed.

The second topic, council staff, discusses staff organization, responsi-
bility for staffing, staff evaluation, staff salary, and credibility.

Council finances are examined In terms of the selection of a fiscal agent,
choosing a location for office facilities, and investing in office equipment.

Council meetings, both regular and public meetings/hearings, are described
in the next chapter, lhe number of meetings, meeting dates, meeting location,
public meeting laws, preparing the agenda, and presentations to the council
are among the subjects covered in this chapter.

The next chapter addresses the administration and organization of council
activities. This includes coordination of activities, dissemination of infor-
mation, and staff reporting.

Liaison relationships between councils and varIous groups and individuals
are discussed next. Establishing such liaisons at the state and federal
levels is described.

The chapter on policies, procedures, and practices includes examples of
items that should be addressed in personnel policies; examples of fringe bene-
fit packages provided by Councils; job descriptions for executive director,
associate or assistant executive director, research associate or evaluation
specialist, administrative Assistant or executive secretary, and secretary;
guidelines for conference participation; putting together a state council
handbook; and establishing state council bylaws.
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In the last chapter, meeting the mandates, the manner in which each coun.01 is to fulfill the mandate is listed and aligned with the audience for the
information.. Suggestions to assist councils in addressing their mandatedresponsibilities are also provided.



INTRODUCTION

The State Council on Vocational Education as established by the Carl D.
Perkins Vocational Education Act of 1984 is a unique entity. Public education
and other public sector services have long been accustomed to advisory groups
of citizens or field experts, but the construction of the State Council on
Vocational Education is characterized by criteria and responsibilities unlike
any other.

This handbook is designed to be a resource for those persons employed by
state councils on vocational education. The philosophy used throughout the
handbook is that members are the council and staff work for the council. The
basis for this philosophy is derived from statements in the Perkins Act that
say, "Each State council shall . . ." and_ "council is authorized to obtain
services of personnel . . to enable it [council] to carry out_ its
function. . ." Based on this concept, it is the role of the council to make
recommendations, analyze, assess, report, evaluate, and advise while the staff
performs services such as researching, drafting, providing, developing, carry-
ing out, establishing rapport, organizing, and assisting.

Historically, when councils have became rubber stamp's that simply review
and approve staff work and ideas, they have lost interest, had poor attendance
records and high turnover rates, and been ineffective as councils. The role
of staff is delicate because staff must provide leadership without dictating,
work while leading, and be movers and shakers from behind the scenes.

To the User

The handbook is designed to assist those individuals employed by the
council to help carry out the council's mandated responsibilities under the
Perkins Act. The handbook does not attempt to be a "how-to" book. The dif-
ferences among states, caused in part by the orried organizational structures
of state government, would make such an attempt futile. What it does attempt
to do is present alternatives, suggestions, and examplhes of success. Its

flavor is one of "you might want to consider . . ." and "councils have been
successful when . . ."

The purposes of the handbook are to help clarify the role of staff, serve
as a resource guide, and stimulate thinking about alternative approaches.
While a major intent of the handbook is to assist new staff, it is hoped that
experienced staff desiring to try new approaches or facing major changes in
the system of state governance in which they wrk will find it useful as well.

The term council staff, rather than executive director, professional
staff,'or support staff, was chosen for use in the handbook for seoeral

1
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rmsonS. 17The most important reason is to foster a team approach to staffing
the councilii. The team approach encourages all staff members to have a clear
smse of Arlat the council is about and how staff fits into that picture, and
tounderstageand the various functions staff must provide. State differences
make uniforirmity of staff structure tnpossible. flow an executive director

.

chimes to model individual staff responsibilities can best'be -determined at
Oe state Illevel. Furthermore, the reality for a council staff of two people
isInat etzseparation of functions into professional and support may periodic-
oily fall bFory the wayside to "get done what needs to get done."

What Wa-arks beautifully in one state may produce a disaster in another,
14.111 sta,late councils are appointed by the same type of appointing body, not
411 have thvile same resources available, not all use the same kind of fiscal,
40t, and I not all make recommendations to state boards having the same struc-
Ore and jUmrisdiction.

Organila-national structures of state governments create differing climates
Mvnich sta=ate councils must work. The handbook attempts to clarify or point
ootconditig4ons that may affect council work, how these conditions tend to
Mfluence ampproaches, key factors that might alert staff to their existence,
miwhere at%nd how they may come into play. Therefore, alternat4ves are given
udexamplatTs of states known to have expertise in the area or who work within
Wetified conditions are cited in parentheses as resources.

Councilets usually employ professional staff who are knowledgeable about
vocational et-education and/or employment and training. Most executive director
positionS aft re filled by persons with proven administrative skillS. The hand-
book proVidemes little information on these areas per se, but rather fOcoses on
kents of those areas that have specific application to councils. Few pro-
fessional tstaff members.employed by councils have experience within state gov-
ement_ llzine maze of bureaucracy, government jargon and acronyms, regulations
OregUlate regulations, agencieS, and protocol coupled with the task of
hewing abt)out the state council mission can be overwhelming. For that rea-
m, the hannndbook gives more attentton to providing basic information. about
On area Orthan about vocational education or administrative styles.

As C0440=11 members appointed to the, council change, new members will: bring
Oth them nemew ideas. Membership can changeovernight as a result of an_elec-
tion. When this occurs, even an experienced staff person, may feel "new" again
udbe in segearch of different approaches and methods. It is hoped this hand-
book will beee a useful resource to these staff members.

Mv ice

One piec.:.:e of advice that Is applicable to all state council staff is to
NO free ta43 call staff in other state council offices and ask far help.
Without a do=aubt, state council staff are mare than willing to help each other.
ftiltionaly, staffs have found ttne at national and regional conferences to
gettogether --. They discuss new ideas theY have tried, ask for help from each
other, apcfl c6=ollect1vely seek approaches to resolving emerging issues.
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New staffs in particul ar ere well aciftlivised to attend th soueetings. Inseveral parts of the country, state colin.sec il staff have met idth ether staca.tesin locations wbere the borders of severars.l states touch for 'rolled-Op slevesessions" and have reported these to he l helpful. Council staff servementors to each other with a sense of Ia nting each other to succeed, 10L---r-..eadvantage of it.

The handbook developed by the Nationi.lal Association of StoteCouncils onVocational Education (NAS/coVE) in .1926 1 -is available to all cooncil offic. esand staff. It contains mai1ing 11 sts, 1 rectories for resources, l egi SIlegislative summaries, definitions, act-an-713m lists, data, andother inforrusationuseful to council staff as All aS monben rs. Information in thit document isnot duplicated in this one. The NAS/ColiErE handbook is rofereccd throughow-utand should be used in concertAth this ilalandbook.
Another valuable resource for counclIrl staff is the AmertconSociety ot-fAssociation Executives (ASMI, Althougin the state counCil forvocationaleducation is not an associat on, the ASPEEIE provides professkinoldeveloPmergra

for administration and management modes 1 osely aligned to tit of a statemecouncil. ASAE provides in-depth tra1o1 rl%0 sessions and certt Notion. Stteassociations of the ASAE are also avail otloc=4 es Several statet (yerynont,Washington, Texas, and Illinois) have foviand these services v-a1oable,



COUNCIL MEMBERSHIP

The Carl D. Perkins Vocational Education Act, Section 112 (a) and (c)
declares: "Each State . . shall establish a State council, which shall be
appointed by the Governor or, in case of States in which members of the State
board of education are elected (including election by the State legislature),
by such boards. Each State council shall be composed of 13 individuals, and
shall be broadly representative of citizens and groups within the State having
an interest in vocational education.

. . The State shall certify the estab-
lishment and membership of the State council at least 90 days prior tci the
beginning of each planning period. . . . Each State council shall meet .
and . . select from among its membership a chairperson who shall be repre-
sentative of the private sector. . "

Appointments_

As designated in the Perkins Act in those states having an elected state
board of education, the appointments to the council are made by the board
(Alabama, Kansas, Michigan, Nebraska, New Mexico, and Ohio). In states with
an appointed board, council members are appointed by the Governor (Alaska,
Arizona, California, Colorado, Connecticut, Georgia, Indiana, Kentucky,
Missouri, Rhode island, Vermont, and Washington

Process

How the appointing authority goes about making council appointments varies
among states. Staff needs to be aware of the process. As governors and state
boards change, so may the process.

A few months before council certification is needed, staff should contact
the appointing authority as a reminder of this requirement. The best approach
to finding out if they wish staff assistance is to inquire if they desire any
information.

State appointing authorities may ask for a variety of information. For
example, they may request a summary of all current members' involvement in
council activities and their attendance records. Some appoint candidates for
open positions, others may ask staff for such a listing. A list of profes-
sional and trade associations through Which the appointing authority may seek
candidates is another common request. Some go directly to various types of
industries for nominations. Some appointing authorities go to political party
chairs for.suggestions. Some states_asSure equal representation_by political
parties, some do not. Others may only check to be sure potential membersvote.

1 3



f the appointing
authority asks for staff or council assistance, they mayprov_de it. If not, staff and council should not try to become involved.Staff may have requests from individuals, businesses, or associations abouthow they can get someone appointed to the council. These should be referredto the appointing authority. When staff is involved in the appointmentprocess, caution should be taken because, if a member feels staff wasresponsible for his or her appointment, that member may also feel staff isresponsible when he/she is not reappointed.

Term

The Perkins Act does not designate a specific tenure or rotation systemfor membership. Previous legislation established a 3-year term, with stag-gered terms, so that one-third of the members could be either replaced or_reappointed annually. This is a practice retained by many appointing authori-ties. Laws in some states establish length of membership. In others, panic-ul_arly those appointed by governors, a change in the political status of theoffice brings a complete change in council membership, while othert mayappoint a council and not change it during their time in office. State boardstend to establish staggered rotation.

Certification

It is the responsibility of the appointing authority to certify the coun-cil to the Secretary of the U.S. Department of Education. A letter from theappointing authority stating that members have been appointed pursuant to thePerkins Act and accompanying regulations Is all that is required. A compli-ance review may require the appointing authority to provide evidence ofcompliance.

Certification must be done at least 90 days prior to the beginning of eachplanning period described in Section 113 (a)(1). This planning period is a3-year period, except the initial period, which was a 2-year period.

Membership

Section 112(a)(1) of the Perkins Act describes the cit ren representa-tives to be appointed to the council. The law states they "shall be broadlyrepresentative of citizens and groups within the state having an interest invocational education." The term "broadly" has been interpreted to mean repre-sentative by state geography, gender, racial, and ethnic groups.

In summary, the 13 members shall include he ollowing:

Seven representatives of the private sector:

o Five from business, industry, and agr cul ure includieg--

6
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-- one from small business
-- one member (private sector) of the st e's Job Tra ning Coordi-nating Council

o Two from labor

Six representatives of secondary and postsecondary vocational instituti ns(equitably distributed) including--

o career guidance and counseling organizations

o special populations

o special education

The Perkins Act requires that the council chair be selected from the pri-vate sector members. States are further asked to give special considerationwhen making council appointments with persons who serve on private industrycouncils or other state councils designated by federal acts.

New Member Orientation

The 13 members appointed to the state council bring 13 medleys of experi-ence and knowledge. As new members are appointed, they bring experience andknowledge different from that of the persons they are replacing. State coun-cils operate with varying philosophies, and states certainly possess individ-ual differences. Nonetheless, there are a few very basic tips that may behelpful to all staff as they design orientation.

o Assess the individual orientation needs of each member.
o Provide both individualized and group orientation sessions to accomdate individual differences

o Remember that council members are intelligent individuals. Most areexperts in their fields; most have highly developed leadership skills.They may have virtually no knowledge of or experience in vocationaleducation, but they will learn quickly.

o Do not assume anything. Be basic, but do not insult theIr intellgence. Don't "talk down" to them.

o Develop an orientation process that i_ paced or phased to avoid an"information overload."

o Think of each new member orientatIon as the member's first year on thecouncil.

o Call new members after the first few meetings to ask if they have ques-tions, would like more lnfonnatlon, or need items clarified.

7
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o Promote a sense of belonging and encourage active participation
the beginning.

o Do not assume that a different viewpoint is lack of knowledge. Ask
questions to determine if it is a viewpoint difference, lack of knowl-edge, or misconception.

Avoid trying to mold all council members into a sing_e line of
thinking.

Be aware of the need for contlnulng orIentatIon of all members, not
only new members.

Orientation Format

The format selected for orienting
following factors:

council members depends on the

o The number of new members. If one or two new members are appointed,
--TrraTWiETeciesta_r individual orientation. Sometimes, four to
seven new members are appointed and a small group orientation, perhaps
the day before a meeting, may be best. When the entire council is new,
the first meetings need to be used for orientation. Some states havefound a special retreat format to be effective.

o Who rovides orientation. Orientation is generally a staff responsi-
bility. Staff assumes major responsibility for organizing and compil-
ing materials even if council members participate.

o Involvement of council members. Council members may be involved in a
variety of ways.

- - The council chair may wish to welcome new members and explain major
activities or annual goals of the council.

- - The past chair may be assigned responsibility for orientation.
-- A "buddy system" in which experienced council members work on a

one-on-one basis to assist with orientation and are available to
answer questions or clarify issues has been successful in some
states.

-- Executive committees may meet with new members for orientation pur-
poses as well.

-- Committee chairs may wish to describe their activities.
-- members may work in small groups to discuss various aspects of thecouncil with new members, as in rotation sessions.

o 2FULZEllspor and educational re resentatives. Some phases of
orientation may be needed by private sector representatives, but not by
the educational representative. The reverse is also true. 'To avoid
wasting a member's time, the group may be divided for these sessions.
To do this, the experienced council members from the private sector may

8 1 6



work with new educational representatives while the experienced educa-
tional representatives have a special session with the new private sec-
tor representatives.

o Time a ointment is made. When council members are appointed a month
or two n advance o en they actually begin to serve, options for
various formats are less limited. New members may be invited to
observe council or committee meetings. If appointments are made only a
few days prior to a meeting, most orientation will have to follow their
first meeting. Sometimes this causes new members to feel overwhelmed.
It then becomes necessary to "back up" and unravel the complexities.

o Coulicil policy, Bylaws or other policies of the council may exist that
clearly define the format and process to be used in orientation.

o Appointing_authority orientation. The Governor's office staff or state
board staff may have been requested by the Governor or the state board
to meet with newly appointed members to discuss expectations of the
appointing authority. Staff may or may not be Invited to attend.

When there are new cOuncil members Who need orientation to the educa-
tional system (particularly vocational education), in addition to the coun-
cil's role and function, involvement of local school personnel may be helpft0.
Staff may arrange for these members to visit or tour community colleges, voca-
tional education centers, or vocational education departments in high schools.
This same method may be used to familiarize new membert with JTPA. Local SDAs
and PIC members can be valuable resources.

Care should be taken in making such arrangements to be certain the local
personnel involved are knowledgeable, can answer questions, don't have "an axe
to grind," and understand their role in the orientation process thoroughly.
This may be a service provided by your state vocational association.

Contept and Process Outline

Following is a atmple content and process outline describing and suggest-
ing some ways in which to pace or use a phased-in approach for orientation.
The format, scheduling, contents, and persons involved should be adjusted or
adapted to meet an individual state's situation and needs.

_Phase one--welcow,e to the council. As soon as the appointing authority
mokei new appointments lolown, the-executive director will want to call each
new member, welcome them to the councilo and provide them with basic informa-
tion about the council. Listen carefully as new members ask questions and
tell you about themselves. This will be an opportunity to assess their
experiences and get a sense for the kind of orientation that will be needed.
The information provided in this call should be in lay language.

Steps in phase one include the following:

9
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o Explatn the basic functions of the council.

-- The council's overall 'purpose is to advise and noake recommendationsthat will improve vocational education throughout the state.
Recommendations and advice are given to the state board of educa-tion, the Governor, the business community, the general publi- adthe employment and training (Job Training Partnership Act loic,Aj)
community.
Councils are established by the federal law for vocational
education.

-- Members are appointed to the council by the Governor or state
board.

-- The 13 council members represent
business and industry, labor, small

business, the council for employment and training (JTPA), agricul-ture, and education. Representatives from education have expertise
in areas such as special education, guidance, secondary and postseC-
ondary education, and working with students having specitp needs.

-- Vocational education is offered in the state's high schools, commun-ity colleges, area vocational centers, and special centers far
adults that help prepare students (youth and adults) for jobs.

-- The council hires staff to help them with their efforts. Staff col-
lects information and performs administrative functions needed by
the council.

o Tell them how many meetings are held each year, date of first meeting,
and about how many days of their time will be needed and explain thatexpenses are reimbursed. Inquire if a letter to their supervisor oremployer to request time away from their job is needed.

Explain that orientation will be provided to better acquaint them with
responsibilities required of the council, how the council functions,and other activities such as council committees, public hearings, andso forth.

o Let them know you will be sending them some information to review andthat the chair or other members may be contacting them.

o Inquire about sending a news release announcing their appointment tothe local media.

o Followup by providing them with the following-

-- Council membership brochure and membership directory with names and
addresses. (They appreciate the pictures most states have in theirmembership brochareS-.)

-- Dates of council meetings if known.
-- Summarized lay-language version of the council mandates. (NAS/CoVE

Handbook, Chapter VIII)
-- Information requested.

-- A "welcome letter" reiterating (briefly) the poin s of your phonecall. Copy the letter to supervisors, employers, board chairs, and
so forth as appropriate. (Send separate letter if requested.)

10



A copy of official announcements regarding appointment, if provided
by the state board or governor.

Following the phone calls to all new mmbers, the executive director will
want to assess individual orientation needs and determine Whether individual-
ized or group sessions would be best for the next phase. It may be that indi-
vidual sessions with one or two members for part of the next phase would be
worthWhile.

If at all possible, a visit to each new member's place of employment
should be scheduled at this point. The visit may serve several purposes, but
the primary purpose Is to get acquainted with the new member and begin devel-
oping rapport.

The visit reveals the council's interest in its members and provides a
first-hand opportunity to learn more about the members' expertise and experi-
ences. The visit (scheduled in advance) should be short (about an hour) so as
not to take too much time from their work day. The lunch break may be a good
time. Part of phase two of the orientation may occur at this time, or it may
be better spent getting acquainted. The member may wish to take you on a tour
or introduce you to co-workers or employers. If other council members live
in the vicinity and can give the time, a joint visit would be a nice gesture.

If phase two is to be totally individualized, it may be necessary to
schedule a 2-hour block or 'Ilan to meet before or after work so this vis a-
tion can serve that purpose.

Phase two--introduction to state council on vocatlonal education. The
initia orientation of c6J01-liii-EFFF-FTEe accOTIO-ished in phase two should
include visual aids, diagrams, and one-page, lay-language descriptions for
future references (and note taking). Group orientation should be scheduled to
coincide with a council meeting, the evening or day before. If orientation is
individualized, it should be done in advance.

It is recommended that phase two be presented in two'or three sessions.
The sequence should be decided by the current council activities, e.g., What
will they use first? The order and selection should be on an individual state
basis. Some suggestions ond a possible check list of topics follow:

o Introductions. Be sure all staff members are introduced and have an
OpOd-rtunity to tell 'about their work and their interests (hobbies and
volunteer work are often sources of expertise).

O staff. If the session is in the council office, be sure all staff
members have a chance to get acquainted with the new members. A brief
statement about how they each work with the council would be
appropriate.

o pzenirarks. Review, as four or five introductory remarks, the
content described in phase one.



o Council Establishment. Describe the process by which councils are
established (federal law, appointing authority, funding).

o Purpose. Discuss the overall purpose of the council.

o Autonom . Explain the structure and policy set forth in the Perkins
At[council is certified, meet to elect chair from private sector,
determine their own policies, employ staff, and so forth).

o Mandates. Review the mandated responsibilities of the Perkins Act. A
lay-language Version or a typed copy of the "mandates" set up in out-line form may be used (NAS/CoVE Handbook, Chapter VIII). Avoid usingphotocopies of the printed Act itself. -The format is continuous and
difficult to follow for people who do not read legislation routinely.
An abbreviated list of key words on a visual aid might be helpful for
discussions ancrinterpretations.

o Federal Re_ortin . Describe the relationship to the U.S. Department of
--ducation for compliance and reporting. Include reporting rasponsibil-
ity to the U.S. Department of Labor. Although there are no reporting
requirements to the National Council on Vocational Education, this maybe an appropriate point at which to describe its mission briefly.

o Perkins_Act. An overview of the Perkins Act will be necessary. Again.use an ekecutiye sUmliAla such as the one ir Chapter VIII of the NAS/
CoVE Handboolc. The descriptive summary (also in Chapter VIII) probably
has too much detail at this point, but may be useful later.

o Activities. Highlight the major on-going activities of the council
and/or recent activities to give them a sense of what the council does.Public hearings, special meetings with the state board, retreats, and
other annual events are examples. Provide new members with copies of
council reports and newsletters as illustrations and later review.

o Committees. Distribute a list of council committees with a two or
three sentence description of their major roles. List correspondingactivities. Describe the structure and how it fits into the overall
picture. Encourage committee chair to make this presentation.

o Plan of Work. If your council has a plan of work, it will cUntain
activities and committee work. If it is a very detailed plan of work,
a summary page highlighting its contents should be used to introduce
it. The time period of the plan of work should be clear, e.g., one
year, two years.

o Policies and Procedures. Bylaws and policies and procedures adopted by
your stiTirra-incil should be brought to the attention of new members.
Distribute copies if they are not in a council handbook. A quick over-
view of these is all that is necessary, as they can best be absorbed
when read at the member's leisure.
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When it is tmportant that the new member be familiar with some of these
policies because they relate to an agenda item or activity in which the new
member will be involved, staff should call the new member in advance, point
out the activity and the policy that is applicable and suggest they may wish
to familiarize themselves with the policy if they have not had an opportunity
to do so. This may save the new member (and staff) later embarrassment.

o Coordination with Others. Highlights of how the state council works
cooOratiVelY wdth Othe-r organizations, agencies, associations, coun-
cils, and individuals should be mentioned. A few examples will be suf-
ficient. Most state handbonks have a section for later reference. The
NAS/CoVE Handbook, Chapter V may also be useful.

o Involvement. Suggest that new council members begin to think about how
they Will fit into the overall scheme of council activities and with
What commdttees they may wish to work. Suggest they visit with other
council members about various activities. They may want to attend some
committee meetings or participate in committee conference calls before
deciding. Suggest they take two or three months to decide.

o Issues/Topics. Have new members suggest several topics, areas of con-
cern, or issues that affect vocational education. These may be eco-
nomic development, technology advancement, unevloyment, basic academic
achievement, dropout rates, career choices, labor market infornation,
special needs populations, and so on. Take a few minutes to discuss
some of these with the new members. Their discussion wdll provide
insight into their experiences.

o Organizational Structures/Terminolosy.. Review a short information page
inclUiTiing items and explanations on topics such as (1) state vocational
education enrollment; (2) types of institutions delivering vocational
education; (3) levels of instruction; (4) vocational/occupational/
career/technical/adult education; (5) JTPA/Job Training Coordinating
Council/employment and training; (6) local advisory councils; (7) state
vocational education staff/state director of vocational education/state
plan; (8) national vocational education staff and National Council on
Vocational Education; (9) vocational education associations at state
and national levels. (Chapter X of the NAS/CoVE Handbook may be help-
ful in compiling this.) Suggest they may want to have the Handbook
with them at the first few council meetings as a reference.

o Council Finances. Describe the budget in broad terms including state
federal resources, fiscal year, budget process (member role), and

major categories such as (1) personnel; (2) facilities, equipment, and
supplies; (3) travel; (4) research and studies; and (5) printing.

o Travel and Reimbursement. If possible, have the staff person respon-
sible for processing reimbursement forms explain the procedure. Have a
sample form for reference plus a list of allowable expenditures,
limits, required receipts, and other rules they need to know. Walk
them through completing the information. Be sure they are aware of the
approximate time needed to receive reimbursement payment.
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o State Handbook. If your council has a state handbook, highlight its
contents. (Its contents may provide the order and framework for pre-senting phase two information.) State handbooks are highly recom-mended. The NAS/CoVE Handbook may also provide useful information
(Chapters V-X), particularly ff your council does not have its ownhandbook. Explain that these sources have additional, in-depth infor-mation they will find helpful. If phase two is presented In two ses-
sions, you may wish to hold the NAS/CoVE Handbook until the secondsession.

Provide new members with additional publications, past minutes, a shortlist of popular acronyms, and other materials for their review and use inunderstanding the functions of the council and their role as members. (Someof this may not be in the state council handbook.) Suggest that, if questionsarise as they read through the materials, they call the office or other coun-cil members for clarification or discussion. Provide information regardingtelephone charge cards and/or collect calls.

The participation of experienced council members in the orientation ishelpful to new members. It provides variations in the presentation and exem-plifies that all of this information will make sense. Further, it is symbolicof the level of council involvement you want to establish, e.g., the membersare the cOuncil; staff assist in achieving goals.

Plan to meet with new members a few minutes after their first councilmeeting to clarify points or answer their questions. At the first meetingattended by new members, the chair may wish to remind experienced members tobe careful about the use of jargon and acronyms. A few background statementsto introduce each agenda item may also be helpful. Staff should be alert topoints of clarification needed throughout the meeting.

New members should be introduced at their first meeting and be asked totell something about their work, interests, and so on. Self-introduction getsthem involved immediately. Returning council members should follow the samepattern in introducing themselves. Schedule coffee and rolls 20 minutes priorto the meeting as a "meet new members" session. It should be informal, savingformal introductions for the council meeting.

Phase three-firivluthEintatign. Staff should keep in mind that councilmembers do not deal with council activities and vocational education andtraining policy issues on a day-to-day basis. Council members are involved intheir own line of work, which is interrupted 7-10 days for council meetingsand 4-8 days for committee meetings or other council activities. Council mem-bers have to shift their thinking and rely on a great deal of recall. Councilterminology and processes are not second nature to them. FOr this reason,staff wilI-find orientation to be an ongoing process for all council members,not a once-a-year activity for new members.

Staff should encourage the council chair, committee chairs, and others topoint out the relationship of new activities or issues to council mandates.The thrust of the Perkins Act, JTPA, or other state policy relevant to thetopic may also need to be reviewed. These rationale statements can be brief,
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but they should establish both a framework and a point of reference. Staff
should not expect council members to have instant recall of previous discus-
sions, consensus, or actions. A few relevant notes to be used by the presentor
would be helpful.

There are areas in which the council becomes involved periodically, per-
haps once or twice a year or even less If the council's_plan of work is based
on its 2-year reporting cycle. Some of these areas will require orientation
at the time they are to be addressed. An awareness level will elerge as.new
members review past minutes and reports. Most will develop awareness as com-
mittees report. Brief explanations may be part of a terminology list in the
state's council handbook or may be presented when they are secondary to the
topic.

Providing an in-depth orientation for an area that will not be on the
agenda for six months or a year represents poor timing. To phase in the
orientation allows council members to have the necessary comprehension by the
time they need to take action. The "time to teach" theory is probably the
most appropriate advice to be given for phase three or 1n-depth orientation.

In phase three, the definition of a new member changes. A new member is
now one who has not previously been involved in a particular aspect of council
activity.

Examples of the kinds of toflics that are part of phase three follow with a
br ef explanation:

o State Plan. Because all activities of the council will be feeding into
the state plan for vocational education, this area is a "natural" for
phased-in orientation. It can be dealt with in natural segments.

o Fundin _and-Fundin_ Formulas. Orientation about vocational education
-un 'rig may be providiA in -a- variety of segments. Examples include
(1) sources and appropriations of funds, i.e., state, federal, local;
(2) allocations, i.e., regulations, governing how they are to be desig-
nated-(and not designated) by purposes such as inservice, level, pro-
gram operation, special populations, administration; (3) distribution,
i.e., formula, grants, reimbursement.

o Accessibility. The topic of accessibility may be broken down into seg-
ments for orientation purposes. One segment is accessibility to pro-
grams of an individual's career choice. Other segffents might be
related to target populations, to rural areas, and/or urban areas, or
as affected by local policies for transportation, or graduation
requirements.

o JTPA. For initial orientation purposes, states have found a basic
overview of JTPA with concentration on the 8 percent set-aside for edu-
cation to be a good first step. Reports to the council from Job Train-
ing Coordinating Council (JTCC) representatives are effective as awere-
ness orientation. The initial orientation is intended to help members
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see how their responsibility for evaluating coordination between JTPA
and vocational education might be addressed.

o State JTCC. Council members who are also members of the State Job
Training Coordinating Council will want to provide new members with
information about the JTCC and its relationship to the State Council on
Vocational Education.

o Tar et Po ulations. The first step toward orienting council members
about t e relevance of target populations to vocational education is to
acquaint members with the types of target groups (disadvantaged, handir
capped, single parents, dropouts, dislocated workers, ethnic and racial
minorities, displaced homemakers, teen parents, older workers, and
inmates of correctional facilities).

o Labor Market Information. The role of the State Occupational Informa-
tion CoOrdinating ComMittee (SOICC) in coordinating labor market infor-
mation used by not only the state council, but also agencies and pro-
grams preparing people for employment, may best be presented by SOICC
staff. If the Council has a representative who attends those council
meetings, that person should be asked to participate.

o NAS/CoVE. Council members who participate on committees and subcommit-
tees of NAS/CoVE may wish to provide information to new members about
the national association. Those who have attended regional and
national meetings can share those experiences. The NAS/CoVE Mandbook
is an additional resource designed to be informative about the associ-
ation, its committees, and how it functions.

Phase four--follow-throu h. If staff thinks of orientation as ongoing and"a t me to teac o _ow-t_rough will fall into place readily. Some sugges-
tions that may serve as reminders follow:

o Work with newly appointed members individually for the first six
months, whenever possible. This can be accomplished by phone calls;
lunch or breakfast meetings as staff travels through their vicinity;
getting together at other functions, such as conferences to discuss
council work; or meeting prior to council meetings.

o Be cognizant of their background knowledge and experience related to
current. council activities.

o Review agenda items
,

with new members In mind. Call them in advance to
provide them with background information other council members willhave to which they have not yet been exposed. Direct their attention
to materials you have given them that they may wish to review before
the meeting.

o Provide them with ,council rationale pertinent to existing council posi-
tions on various issues (i.e., how/why did the council choose the posi-
tion). If the council has an ongoing major research topic, new members
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may appreciate an explanat on about why the counc I chose to s udy thattopic.

o Suggest they keep a list of terms or issues brought to their attentionabout which they would like more information.

o Ask (frequently) for feedback as to the extent they feel they are get-ting a feel for what's going on and how comfortable they are with theirinvolvement.

o Request suggescions for improving new member orientation, i.e., askthem to evaluate it.

Getting Members Involved

The extent to which council members take an active role in council activ-lties depends on many factors. Perhaps the most influential factors have todo with council tradition and staff encouragement. A new member who may befeeling somewhat lost in this new venture may het:Itate to take the lead whenno one else is participating. The stage can very quickly be set for the staffto become the council and the members to become the rubber stamp. This sec-tion suggests ways to involve members and align activities to varioussituations.

Many membe_s appointed to the council view themselves as lay people andview staff as the professionals. This may be true, but the intent of thePerkins Act is very clear. The act intends for the council to advise, recom-mend, consult, and so forth. It further clarifies that staff may be securedto "provide services to enable the council to carry out Its [council] respon-sibilities." The Perkins Act is not seeking views of staff that have beenverified or validated by council members; it seeks views of members.

In order to make advice and recommendations, council members must knowwhat is going on--this requires involvement. It is the staff'c job to helpthem get involved.

Getting members involved can be a very delicate task. Staff must bemindful that members are volunteers who have full-time jobs (in most cases).Staff must also recognize that members have reasons for accepting theirappointments. Usually, that reason is founded on a sincere interest in highquality vocational education programs that can help their state's citizens besuccessfully employed. Whatyou have is a group of 13 people who want to dosomething, but have limited time in which to do it.

As "managers" of council work and activities staff must get members
intrinsically involved with limited use of their time. There are a variety ofways to do this, but it is important to know your council members so you canbest tap into their interests, expertise, and abilities.
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By and large, the members representing educat on tend to be more availableto take an active part in council activities than are private sector represen-tatives. In part, this is because a very direct relationship exists betweentheir jobs and the activities of the council. Their involvement providesdirect professional growth opportunities for their careers. Their employers,who represent educational
institutions, usually feel that through their per-sonnel, their institution has representation on the council. Released timefor member participation is considered professional courtesy. Positiveimpacts of the council provide direct benefits to the institution and theindividual.

Educators are accustomed to the process of education. If it moves slowlywhere change is concerneC they understand this. On the other hand, privatesector members sometimes express frustration with the process and its inherentability to be slow in implementing change.

Private sector members may not be as free to participate in e.ounc 1 activ-ities as are the educators. They may be able to attend meetings, but may notbe available to attend eonferences, seminars, or serve as council liaisonrepresentatives to another agency or board with whom the council works becauseof the time commitment.

Even though private sector members may believe it is important for Councilmembers to participate in a variety of educational activities so as to bevisible and well informed, they often believe the educational representativesshould assume these responsibilities, in additiOn to serving the council,because they can profit directly. On the other hand, some private sectorcouncil members may want to represent the council at educational conferencesso they can better understand what is going on and fester the partnershipconcept.

Generally, both the private and public sector council members want to beactive members. If they are unable to miss work to attend activities, thereare other forms of involvement and ways they can contribute. Encourage theuse of teleconferencing for committee meetings to avoid time away from work.Some councils appoint committees by geographic location to shorten travel timefor attendance at committee meetings. Staff should be alert to this, workingtO capitalize on individual Interests and expertise in a variety of ways.

Staff may encourage council chairs to ask each counc 1 member at thebeginning of the year to (1) select one outside activity that will contributeto the council's
effectiveness and (2) make a commitment to provide that ser-vice to the council. This helps those members who have limitations for timeaway from work, because they can select their own activity and feel they aredoing something for the council.

In addition to attending council and committee meetings, members can beactive and get involved in many ways. Following is a listing of a variety ofactivities that involve council members. Some activities may traditionallyhave been done by staff, but perhaps a rethinking is in order if we trulySubscribe to the "members are the council and staff are their enployees"philosophy.
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Public Hear logs encourvage members to:

Serve on the hearir-ng panel

Prepare questions =--o be addressed by presenters
Locate facilities or hearings

Contact 1odiv1dual to testify at hearings

Secure local offici 7 als to welcone participants to the hearing(chief executive of -ficer of industry, mayor, legislator, localadvisory council mer-Anber)

Review hearing test _imony and select key statenents for use In coun-cil publications

Make arrangements fror media coverage

o Get a sponsor for Il=offee break"
2. Li ai son Rel ationshi 01-:_JildirA% encourages members to :

o Make presentations bout the council and issues in vocational edu-cation to civic organizations and professional/trade associationsto advi se the generl publ ic

o Represent the counci "f 1 at meetings of a particular group (SGICC,school boardassocialation, principals' association, state board,community college bo-ard, and so forth) with which the council workscooperatively and reeport council activities to the group and makeregular reports back to the council

o Represent the counci-1 as a panelist or a panel reactor atconferences

o Distribute publicatimons in council exhibit booths at conventionsand solicit opinions on various vocational education issues fromthose who visit the l=t)ooth
o Help to advise the bur.jsiness community by preparing articles forprofessional and trae publications that encourage partnershipsbetween thebusiness ccumunity and vocational education

o Participate on local advisory councils and private industry coun-c ils (PICs)

Recommend to4torkers to serve on PICs and local advisory councils

Make awards presentat- Ions on behalf of the council
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o Write letters to representat-ives and senators expressing their
views on vocational educatior7-1

o Serve as the council's repreentative on ad hoc committees of theState board, the state's JTC=, the governor's office and others,keeping the council apprised of the activities and solicitingcouncil input

o Bring greetings to conferencs on behalf of the state council
Council Publications encourage trembers to:

o Assist with editingrreview ring, and provid ng suggestIons to staff
for final preparation

o Write articles or editorials for newsletters

o Prepare introductions, forewo rds,or preface materIal for publica-tions, as appropriate

o Solicit guest editorials f newsletters

Distribute council publicatioms at meet ngs they attend to assistin reporting to the public

4. Committee Activities encourage atirnbers to:
o Call or send a b ief list of =heir views in advance if they cannotattend

o Divide responsibilities into ndividual tasks so members can eachmake a contribution and elimirmate the need for several meetings
o Set up a teleconference speakm.r phone for a menber who cannot

attend, but could participate by phone

o Offer to hold meetings in ther r places of business

Council Meetin s encourage members to:

o Secure presenters to address s- pedal topics at council meetings
o Offer to hold council meetings in their pl aces of work
o serve as panel members to reac--t. to speakers or to ask questions forfurther clarification
o Secure media coverage for- topialcs be ng discussed that may be of

particul ar interest to the pub ic
o Review and highlight informatimon and reports received by the coun-cil to reduce the volume of reding required by all meters
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Report on conferences attended

o Highlight information to council Thom their t ade and p o essional
journals

Kee in Members In volved

On ce members are involved in council activities, it is essential that
their interest and i nvolvement cont i nue. The single most important factor isthat t hey feel their time and effor-ts are be1n9 used effectivel.Y.

Council meetings, like any other meetings, must have a purpbse Meetings
should be schedul ed to carry out the objectives of the council. If attendancedwindls, staff may wish to review the agenda -For important issues, signifi-
cant di scussions and reports, and action items

Frbm time to time, staff may need to ensur that members are apprised of
where .m discussion is leading or wky a report ---I s being presented e.g., how itfits into their plan of work. Poin-Ling out its relationship to mandates orcouncil objectives may be necessary . This is best done through the chair or
various ccamittees.

Reiaching conclusions or identif.ying major points at the close of agendaitems may be helpful to staff as trwey begin to prepare reports of the council.
Members will recall these statements and recogni ize their ownership, ratherthan feling it is a staff report.

Most of the suggestions for getting member Involved apply to keeping theminvolvd. Proper ori entati on provides them wit h the knowl ed ge n cessary forestabli shing meeting agendas that wi 11 foster I nterest and canmi -tment.
Staff can further encourage member participiation by adhering to thefollowi ng guidelines:

Don't represent the council a_t the head -t able or on the speaker's
podium at a conference where council memiDers are in the audience. A
member shoul d represent the c ouncil when 4ever possible.

o Be sure all members of the co.uncil who ar-e present at a cc,nference
(particularly state educatiort conferences) are introduced at a general

ession. Staff may have to ocmtact the =onference chair aLnd suggesthis be done.

o Have council members instead of staff setr-ve on panels or make presenta-
t ions to meetings of other groups with whica the council works coopera-ively, whenever appropriate.

o Offer to assist members in preparing presentations. If they don't needbr want your assistance, leave them alon! Offer to help prepare orduplicate handout materials.
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o Involve member in council staf presentations and workshops when theyare in t he audi nce. Don't surprise them; talk with them in advance.If you did not know they would be in attendance, introduce theo andinvol ve It hem in question-answer sessions as appropriate.
o Do not rpresen the council if a member is available to do so.

Have rnentpers rnaP<e and receive resecognition on behalf of the council.

Kee in Mebers Informed
Sending nfPrmatiori to council memers and keeping then informedmay betwo different ttlings, A random poll TOW members would probably indicate thatsane members tht nk they- get too much irnformation while others don't think theyget enough. Tha best -olution may be o organize information so they knowwhat they receire (and staff knows wha= they have sent), h it was sent(7Frevancy), anct what t do with it (vitere/how to file ItJ They can thendecide whether cre rThiETE tea study it.

Keeping memb ers infcarmed is importarant, but it is also a very time-consuming activi -iv for taff. Staff s&=1dom have time to read carefully every-thing that collies into trie office. Acidi tional time for studying, summarizing,and reporting is nearly impossible. Th e result is that most council staffthen select tvhat is serr& because members complain it's too much and they can'tread it all. Thls is uraderstandable. The time that members give to thecouncil is volun-Cary ancl may detract from their own professional development.
A word about "selec ing"--it can be risky. If ve select materials relatedto _specific concarns or issues being ad=fressed by the council, we maybe sat-isfying the "relvancy" criterion, but votive are omitting information about whatmay be emerging r the di rections being taken in other areas that may ulti-mately affect couincil irs itiatives. Wner) council members have limited accessto information, t heir fo cus may become rariarrow and short-sighted.
A second rislc is the tendency towarctal selecting those materials thatreflect staff or c ouncil position. If Fr-members are not exposed -to other pointsof view, staff rna3r be theought guilty of persuasion or manipulation. Thisomission may also cause -t-he council to t_Lake a short-sighted position. The"other point of vi ew" wi1 1 emerge, and t he council may find themsel ves pub-licly admitting ttley did not give consid- eration to all facets of the issue.
This brings u back o the concept organizing information to facilitatecouncil review from a tirne concept and a comprehensive perspective.
Four general areas or information ned to be organized:
1. Routinely receivacl informative d=3cuments such as newsletters, researchstudies, publicat ions, data, and reports.
2. Informaticpn about "what's happenWng now," which may include legisla-tive information, state board acions, or other information that helps
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members keep up to date. TOetimelness of this informationcrucial.

Council functions, such as ndings of committees, information aboutforthcoming activities, headngs, arirld other council operations thatneed to be communicated to rnombers.

4. Meeting information (see thechapter dealing with counc I meetings,establishing an agenda, etc,,for re3 re information

Methods of lnforiiaticnManaiemen

Use a stamp on the outside of the envemalope. Check the appropriatecategories as to What is enclosd and any action required:

-- For your information
-- Urgent
-- Review and respond
-- Committee information
-- Meeting materials

o Direct information to approplate comrrmittee members instead of allcouncil members.

Establish a schedule for mailing suce as once a week or every twoweeks.

o Mail only meeting and comalitteeneetinvg materIals clstribute all other
undated information at council meting :s.

o Ask other groups ta make directgeilinT g to council themselves in lieuof asking the council office todistrii bute materials for them. Requestthat the council office be included on this mailing list. The stateboard, special interest groups,and oU tier agencies may have multiplecopies for distribution. If the inforrwnation is not dated, it can bedistributed, at meetings.
o Establish a file with an exact duRlicalittion and date of all informationmailed to council members. Keepthe filnle in a central location forquick reference by all staff should a =ouncil member call to discussit. Establish separate files for materials sent to each committee orto individuals.
o Include an "information packet review" as part of each meeting agenda.Identify an appropriate council member to present highl ights (not toexceed two minutes) or points of specil interest for each iten ofinformation. This will help council nitstribers select materials they wishto read thoroughly at a later date and provide them with the "thrust"of information they do not read, For e:txample, one member might reviewall newsletters received from associati. ons for administrators. Theirreport would help to inform thecouncil of major issues of concern to
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administrators and which issues admin stration are attempting toaddress. This method gets individual council members involved and pro-vides other members with an overview of the materials theY may other-wise not have time to read. It will be useful to them in selectingwhat they do find of special interest. If a council member suggeststhey take time to read it in its entirety, they may be more likely todo so. Council members tend to believe staff thinks they should readeverything! It also eliminates selection risks.

Lengthy reports such as research studies may be appropriately directedto a committee for review. Committees may review the studies as partof their committee report and suggest that parts of the report would beof interest to other council committees. Executive summaries may beprovided to all members.

o Reports of the State Councils on Vocational Educat on are often sharedwith other states. A council member review as for other mail items maybe used or reports may be displayed for members to examine before meet-ings or at breaks.

o Organize packets of information by purpose. If the council has a statehandbook, packets of information should be organized around the hand-book sections so they can be inserted easily. If not, the followingmay suggest structure:

Materials requiring a review and response
-- Materials related to meeting agenda

Materials of a general nature such as national studies (A Nation atRisk)

WtTrials pertinent to council mandate (identify the mandate)-- Materials related to recent council activities, presentations,positions, and so on

o Clip or band materials or use colored paper to separate and indicatethe type of information, where it fits in the handbook, or possiblelater use.

o Attach cover notes or memos summarizing the content. This is timeconsuming for staff. The "information packet review" eliminates mostof this.

o Provide summaries of major studies that are prep4red by others. Theseare often available and reduce the volume of information as well asphotocopying and postage expense. Chapter VI in the NAS/CoVE HandbookhaS several summaries of national studies.

o Indicate whether materials should be placed in their state handbook(note what section), brought to the next meeting, or held.for futurereference.
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COUNCIL STAFF

The Carl D. Perkins Vocational Education Act of 1984, Secti,n 112(e) indi-
cates: "Each State council is authorized to obtain the services of such pro-
fessional, technical, and clerical personnel as may be necessary to enable it
to carry out Its functions under this act and to contract for such services as
may be necessary to enable the Council to carry out its evaluation functions,
independent of programmatic and administrative control by other State boards,
agencies, and individuals."

Staff Ouanization

State councils have been created by the Perkins Act, and they are author-
ized to employ the staff to serve them and carry out mandated responsibili-
ties. The manner in which state councils have chosen to do this differs.
Procedures chosen by the councils to fulfill their mission, the size of the
state, and financial resources are major reasons for these variations. Having
enough personnel time to accomplish everything has been a problem plaguing
state councils since they were established. A review of states reveals that
various staff patterns are used. A discussion of these follows with examples
of states using these patterns shown in parentheses.

8ingle Professional Pos Dfl

The most common staffing among state councils is an executive director and
a secretary (Arizona, Kansas, Wisconsin, Michigan, Kentucky, Nevada, and
Oragon).

Multiple Professional Posit ons

States having more than one professional staff person follow two general
models. The first has an assistant or associate executive director (Illinois,
Indiana, Maryland, and Arkansas). The second and most common of the two
models has a research, evaluation, or program specialist (phio, Florida,
Hawaii, New Mexico, Texas, and Pennsylvania). The two models are sometimes
combined in states with more than two professional staff positions (Californ
and New York).

Professional Plus Para anal Positions

increasingly, state councils are employing the services of the parapro-
fessional or technician. The position is often called "administrative
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assistantu (Iowa). Most states using this pattern have op ed for the parapro-fessional who also doubles as secretary (Oklahoma, Georgia, Montana, Missouri,Rhode Island, and Colorado). This pattern is most used by states having onlyone professional position, the executive director. However, the paraprofes-sional position is also emerging in states having more than one professionalposition.

-house Contracting_

In-house contracting for services of both professional and support staffis a method used by councils to add expertise and/or additional personnel tohandle peak work loads. Contracting may be done on a short-term basis, or anongoing, renewable contract may be used to provide specific services (Kansas,Ohio, and Michigan). In-house contracts that expand staff by providing per-sonnel to work under the direct supervision of the executive director (orother designated staff perton) require supervision time, but do offer anopportunity for daily input and manelement of the service being provided.

A short-term contract may employ personnel to perform such one-time ser-vices as the following:

o Collecting data and rev ew ng studies pertinent to a specific topic ofinterest to the council

o Designing survey instruments

o Compiling data from questionnaires

o Writing public hearing results

o Conducting a small research study or telephone surveys
o Typing major reportS

A contract may be written to provide services needed severa1 times duringthe contract period. The jobs to be done may require intermittent attentionand varying job competencies or skills, and may be more efficiently providedthrough part-time personnel who are contracted to target the task. Examplesinclude the following:

o Preparing monthly/quarterly newsletters

o Conducting an annual series of public hearings

o Providing clerical services as needed

o Writing council position statements

o Directing annual council planning sessions

o Preparing mass mailings
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Vendor Contractin . The use of vendors to conduct st.jdinsand resarchfor state councils can be helpful in fulfilling the councties. Vendors who have a ready staff to conduct and report research rn_y bemore effective and efficient than using council resourceS. Such contrcts arenot under the direct supervision of council staff, but are usually montoredby staff and/or a council ccmmittee. Private research or consulting fr, rms,universities, or other public agencies may provide the service,
Internshi s. Internships not only provide additional stiff to asst- Stcouncils, but also provide opportunities for individual professional trivelop-ment._ Existing internship programs are available for goveregental ager cy per-sonnel development in some states. Councils may wish to taothis resomrce.Internships may be offered as part of university programs, perticularly- foradvanced degrees. Counci l -sponsored internships .have also 6ee used. Onemust keep in mind that internships are designed to be learriTegexperiert c es andrequire a canmitment of council staff time. Internships are oenerally -For ashort period such as a summer, a semester, or a year (Minnetote, Florid-a, andIl 1 inoi s).

Job Descri tions

Each council staff position, whether professional or sijPpurt staff, shouldhave job descriptions on file. Staff members should be fullyspprlsed c=iftheir own job descriptions and be involved at least annually iotheir ul=bdat-ing. Staff members should also be knowledgeable about all Jobdescriptffons inorder not only to improve their understanding of council Officefunctioris, butalso to increase their appreciation of the contributions of crarkers. (Seechapter on Policies, Procedures, and Practices for more infonetion.)

Staffin

The employment of an executive director is the responSi ility of the coun-cil. nerally, the council designates a committee to select the execut lyedirector. The executive director is usually responsible for selecting aI1other personnel whose positions are authorized or establishel by the cougvioilSome council bylaws may require concurrence with the counCil.
It is not uncaumon for councils to ask retiring executive directors oassist them with the logistics of employing a new executive director. i isimperative that proper hiring practices be followed. Personnelpolicies ofthe council should delineate the procedures. (See chapter en Policies, :.roce-dures, and Practices.)

Council staff are employees of the council. They are not council roar-lbers.Staff have responsibility for administration and office operations. Couracilmembers set policy and determine the philosophy by which staff will perfogirmtheir Jobs.
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Evaluation

Evaluation of staff or job performance
reviews are for the purpose ofImproving staff performance. The council has responsibility for evaluatingthe executive director. The executive director is responsible for the evalua-tion of staff or may designate this

responsibility depending on how the coun-cil staff is organized.

The logistics of staff evaluation vary among states and may change withina state as the membership
and officers change. Pointers gleaned from severalcouncils follow.

Content of Evaluations

o Focus on individual job descriptions.

o Formulate "job goals" or individual staff development plans for thestaff person. (Goals or plans should be followed up periodically andbe part of subsequent evaluations.)

o Provide for self-evaluation as part of the evaluation process.
o Identify strengths as well as areas for improvement.

o State employees' contributions to the council's misskm in addition toadministrative, manag6rial, clerical, research, public relations, andother skills and competencies
specifically needed for individual jobs.

o Verify work that was done well, as well as validate or document poorwork.

o Ask for suggestions to improve staff's collective contributions tocouncil efforts.

process o_ Evaluations

o Personnel matters are handled in executive sessions of the council.
o Staff members should be aware of the areas on which they will be evalu-ated. If specific forms or points are used, these should be availableto staff.

o Evaluation of the executive director is generally conducted by a desinated person or committee of the council. The chair and past chair aremost often the designated individuals. Some councils have a personnelcommittee that assumes the responsibility, but most frequently theexecutive committee Is designated.
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o The chair (or past chair)may work in consul
committee or provide the evaluation amnd submconmittee for concurrence,

ation with the executive
t it to the executive

o The full council should beapprised of the evaluation in general terms.It is generally agreed that the condu=t of an evaluation by the fullcouncil is not a reccrnrnehded practice,- If the members wi sh to expresseither specific concerns orreccorrendamotions to the executive director,these should he handled inexecutive ession with the council's con-sensus presented to the individual by the member responsible for theprocess.

o The executive director Nports to the council when staff evaluationshave been completed. Betause staff ar---e the responsibility of the exec-utive director, the contentneed not b--e discussed in specific terms.For example, the director. nay state th.. at all staff received satisfac-tory evaluations and that job goals foz r each staff person have beencooperatively set. The executive direo-ctor may wish to expand on a fewcommendations given each staff person oor apprise the council if prob-lems with personnel appearto be imminnt.
o Grievance procedures established in perm-sonnel policies should be care-fully fol lcn±svd if a grievance arises, (See chapter on Practices, Poli-cies, and Procedures.)

Staff salary and fringe benefits are deter--mined by the state council.Periodically, a voluntary survey of staff sala iries and fringe benefits is con-ducted. Summary tables report anoaymous Inform-illation about the salaries ofcouncil staff. The information mayor may not be helpful in working with thecouncil to establish staff sal arIesand benefi ts.
The area of salaries should 4ecarefully r-eviewed when selecting a fiscalagent. RegulationS governing salaries of that agency may have to be passedalong to the salaries of the council staff, Reitirenent programs, insurance,and others may be determined by tbefiscal agerwit. Changes in fiscal agentscould be detrimental to retirenentPrograms of tenured staff. (See chapter onCouncil Finances.) Required salaries may be 1)yond the council's fiscal abil-ity or may be too low to attract lualified peronnel for the council.
A number of alternative methods for deterorraning staff compensation areused. Because most people want knowledge of tlirieir earning potential, staffmay wish to encourage the council toestablish a system or process for deter-_mining staff salaries. When discussing salaris with council members, severalphilosophies emerge. These philosophies vary b-oecause of the individuality ofmembers, but also because of the stote's attituade toward salaries of publicempl oyees.
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In examining the line of thinking inherotin philosophies relateeed tosalaries, one may expect to find any of the following::

o Salaries of council staff should be stotlar to the salaries of" persons
with whom they interact on the job.

o Staff salaries should be higher thansalaries of their counter--parts togive staff clout.

o Staff salaries should be lower than their counterparts to avel d unnec-
essary resentments.

o Staff salaries should be comparable Wsalaries of similar pub lic ser-vice jobs, years of experience, qualifications, and/or edutatimmonal
attainment.

o Staff salaries should be higher than salaries of similar publi servicejobs in order to attract the best permmel.

Nearly all states have adopted a system Wdetermining staff salaaary. Afew, particularly those having only an executive director and a secrelMtary, donot have a formal process. In those states,asalary was simply estat=lished
and the council gives merit or cost of livingraises as they deem appr--opriate.The more formal approaches used by the majorityof the councils incluezie thefollowing:

o Salary steps or grades with periodic imments based on tenUreee or edu-cational attainment

o Salary ranges with merit and/or cost eliving increases deteru1ned bythe council

o Salary steps for support personnel andsalary ranges for profes sionalpersonnel

Fringe benefit packages that are delineated In -ersonnel po ic ewes or aspart of the salary schedules

_Staff Credibility

Staff acqui -es its credibility through demutrated competence and effi-ciency, as well as from the council itSelf. lnturn, the staff providees the
council with much of its credibility. The effectiveness of the counciU andits staff is closely aligned with whether or nttheir audiences and tt--le gen-eral public have confidence in them.

All staff members have a responsibility firestablishing good publt1c rap-port and a positive council image. The executhe director has a cruciamml lead-ership role to play in this regard. The credibility of staff as percet ved bythe public, as well as by council members themselves, has a direct impa%tct oncouncil efficiency and effectiveness.
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High standards for job performance and productivity, plus the positivwork ethic of staff, should be apparent to both council menbers and the pub-lic. Nod lines of communication between staff and council are essential..The efficiency level of staff may be raised substantially by having both members and staff who are knowledgeable of various staff functions.
It is imperative that staff understand their roles in ccrnmunication withwafters directly or through the executive director or other designee, Forexample, staff members will communicate about personnel policies aft salariethrough the executive director, not directly with council members and viceversa. N the other hand, a staff person responsible for handling paperworgfor council travel expense reimbursements would be in direct communicationwith council members for that purpose.
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COUNCIL FINANCES

The Carl O. Perkins Vocational Education Act, Section 112 (f)(2) states:
"The expenditure of the funds . . is to be determined solely by the State
council for carrying out its funCtions under the Act, and may not be diverted
or reprogrammed for any_other purpose by any State board, agency, or individ-
ual. Each State council shall designate an appropriate State agency or other
public agency, eligible to receive funds under this Act, to act as its fiscal
agent for purposes of disbursement, accounting, and auditing."

FiScal A9erlI

The select on of a fiscal agent is determined by the council itself.
Council staff is responsible for finding potential fiscol agents and repnrting
their findings and, upon request, their recommendations to the council. Sev-
eral alternatives ar a. available, and several factors need to be considered in
making the choice. Each offers unique advantages and disadvantages. Follow-
ing are examples of some alternatives:

o University or community college (Nebraska)

o Local school district or area vocational center

o State agency (the state board of education.is most com- but it can
be any agency)

o State treasurers (Kansas)

o State councils (Nbrth Carolina and Minnesota)

When a state or other public agency agrees to be a council's designated
fiscal agent, it may be necessary for the council to adhere to the regulations
and policies of that agency in matters pertaining to fiscal manaeement, per-
sonnel, and other operating practices. State codes governing the agency may
impose additional rules and regulations that will ultimately affect the coun-
cil. Staff should be fully apprised of any such conditions and be certain to
communicate these to the council.

The selection of a fiscal agent is an important activity of the state
council. Regulations of the agency should be fully explored. Some are
extremely time consuming, others could cause a council to lose control of hir-
ing staff, deciding how many staff are needed, or carrying out other activi-ties deemed necessary. In seeking potential fiscal agents, the staff will
want to investigate the following:
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o How paper work flows

o Forms and time frames fo
and staff

avel reimbursement of your council members

o Signature authority, delegation

o Bidding procedures, minimums, purchases, vouchers

o Handling of bids, turnaround time

o Approval of out-of-state travel (would counc I travel be frozen if the
agency travel is frozen?)

o Billing for conferences, to avoid large cash outlays for members and
staff

o Indirect costs to be charged, on what line items

o Record keeping and accounting services

o Audit, council responsibilities, audit reports, schedules

o Personnel vacancy announcements and interviewing

Limitations for mileage, lodging, other travel expenses

o Disposition of furniture and old equipment purchased with federal funds

o Personnel policies, extension to council staff

o Use of agency equipment (audiovis al, photocopying, printing,
furniture)

o Salary and fringe benefit ranges for staff If they must adhere to these

ce Facilities and E ent

State council offices are usually located in the state's capital city.
Councils generally choose the state's capital for closer proximity to other
governmental agencies with whom councils work.

Exceptions have been based 'on location of fiscal agent or a more central
location within state boundaries or population densities. In some cases,
state council offices were originally located in places other than the capital
and, being successful, have simply remained there.

Most councils recommend that council offices be located apart from offices
of the state board. Rationale for this is that when located In the same
facility, councils are often thought to be part of that agency, thus losing
long-sought autonomy.
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Selecting_a Location

Acquisition of office space is an administrative function and should be
the responsibility of staff. The council may choose to discuss and agree upon
characteristics or criteria for the office location and provide direction to
staff, or they may prefer to have staff recommend a location for councilapproval.

In making a recommendation to the council, staff will want to note the
financial burdens and describe attributes of the office that will contribute
to council goals and office efficiency, such as accessibility to the public,
poten-cial to share equipment, proximity to other offices, and available spacefor meetings. Because the "perfect office" probably cannot be found, staff
should not hesitate to be candid about compromises that have to be made with
their recommendations.

In seeking facilities for the council office, the following may be
options:

o Private or commercial rental property

o State property

o City or county property

o Property subleased from fiscal agent

o Property subleased from another agency or organization

o Shared suite with another association council, or organization

o Free or low cost space provided by the fiscal agent

Proper attention to office selection may provide fringe benefits that will
enhance the efficiency of staff or provide cost savings to the council budget.
Consider such points as the folloviring:

o Staff parking and loading facilities

o Accessibility to the public (i.e., can people "drop in" easily)

o Accessibility to the handicapped

o Space for committee meetings

o Space for council meetings

o Potential for sharing equipment with other offices (copy machines,
audiovisual equipment)

Storage for supplies, central storage for files
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o Privacy of executive director s office

o Work space for support staff

o Access to public transportation

o Potential for sharing reception area or telephones with other offices

o Parking for council members and/or others attending meetings in counciloffice

o Walking and/or driving time required (proximity) to reach offices of
groups or individuals with whom staff work on a day-to-day basis (fis-
cal agent, state board, governor's office, and so on)

o Extra expenses for maintenance, routine cleaning, parking, and meetIng
rooms

There are many factors of a less tangible nature that need to be consid-ered When selecting a council office. State differences are the critical fac-tors involved in these issues. The differences are more philosophical than
organizational and may include the following:

o Public Ima e. The office itself may be the image the general public
_as of -t:_e ctuncil, thus the appearance and decor become
considerations.

o Associated with the Com an We Kee . Some states have found that being
cloely Iotated to another agency, particularly if it is the state
board, causes the public to think of the council as part of that
agency. For some, it is important to dispel this concept. As a
result, some councils have chosen to relocate and have selected loca-
tions that are out of the mainstream of state agencies. Time effici-
ency associated with proximity and accessibility to drop-ins may_be
sacrificed; thus, some councils have reversed this action and relocated
in the mainstream.

o State-of-the-Art for :tate a encies. A council needs to consider how
. .u_ a ere o e s_ate-of-the-art" for state agency
offices and furnishings. Criticism that could Jeopardize credibility
and rapport may be a costly consequence.

Humanistic Concerns. Councils' staffs are small in numbers with the
majority of the councils having only an executive director and a secre-tary. For these offices, careful thought should be given to isolated
or one-office facilities. Although it may be efficient not to have
drop-ins and traffic, the jobs can be lonely if there is no one with
whom to share ideas.

36

4 3



Sel ecting _quipment

State council offices are reaping the benefits of such technological
developments as word processing, computers, online communications networting,
and expanded teleconferencing capabilities to offset their inability to
finance secretarial and other staff positions. Although capital outlay may be
initially large, these investments are becoming essential.

Councils are choosing to make investments in office equipment in a variety
of ways. Some purchase, others lease or rent, and some have found time-
sharing to be efficient.

Improvements in tape recording devices have been beneficial in council
mee ings and public hearings; this method may soon be replaced by videotaping.

Providing office equipment is an administrative function. Whether leased,
rented,_or purchased, lar.ge investments will.usually need some kind of .council
approval, either as a budget item or a specific approval. Actual brand or
model selections should be a staff decision.

Staff should research the advantages and benefits carefully before pro-
posing major equipment acquisition. An often overlooked area for research is
the job description area. Staff of councils having only an executive director
and a secretary (which are the majority) should analyze this area carefully.

For example, the theory that says "tlhe most cost-effective means of
assigning work Is to assign it to the lowest salaried staff person capable of
performing the job" may be a key selling point to councils when they realize
that the executive director is hand tallying a survey because the secretary is
busy collating and stapling papers. A copy machine that collates and staples
frees a secretary to enter survey data into a computer so the director can
analyze the findings.

The increased requirements of state councils mendated by the Perkins Act
are causing councils to take a hard look at how their offices function. The
result has been an upgrading of equipment.
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COUNCIL MEETINGS

The Carl D. Perkins Vocational Education Act; Section 112 (c) states:"The time, place, and manner of meeting . . shall be provided by the rulesof the State council, except that such rules must provide for not less thanone public meeting each year at which the public is given an opportunity toexpress views concerning the vocational education program of the State."

s

Number of Meetin s

The number of meetings held by each state council varies. Some stateshave found monthly meetings to be necessary While others function adequatelywith quarterly meetings. The practice of the majority is 7-10 meetings peryear. Factorl influencing the number of council meetings_include whethermeetings are one or two days in length, geographic size of the state, fundsfor travel, council bylaws, and council practices related to the use andfunctions of committees and the executive committee between meetings.

Meetini Dates

Some state councils have found that a pre-established day of the week andweek of the month improves attendance by both members and guests. Otherstates have successfully scheduled council meetings according to their plan ofwork. Council meetings are scheduled to coincide with needed council actions.Another system has been-to select days based on the dates available on councilmembers' calendars.

Scheduling_council meetings to "piggyback" on other meetings may el minaterequired travel time and time away from work for members. It may alsoincrease the audience attending courwil meetings and council visibility toother groups.

Establishing meeting dates is a council responsibility. Staff may proposea meeting schedule. Some discussion and agreement on the scheduling processshould occur each year. The ability of council members to be available forcouncil meetings should he carefully considered. A few councils have sched-uled weekend meetings to help members who find that it is difficult to misswork.
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Meeting_Location

A variety of meeting locations are selected by the states. An essentialconsideration in selecting meeting sites is accessibility to the handicapped.If during a meeting the council and its guests will be touring facilities orrequiring overnight lodging, provisions to accommodate special needs of indi-viduals should be made. Special invitations or standard meeting notices tothe public should inquire whether or not accommodation% for handicapping con-ditions will be needed.

Following are examples of locations frequently selected by state councilsfor meetings:

o Council office

o Schools, vocational centers, and so forth

o Community college and university campus

o Privately owned businesses

o High-tech industries

o City or county offices and facilities

o Hotel/motel meeting rooms

o Service Delivery Area (SDA) offices and facilities

o Government (state or federal) agency facilities

Moving meetings around the state will help to equalize travel distancesfor members. Having meetings in different geographic areas of the state
increases accessibility to the members of the public who may wish to attend.

The cost of renting meeting space may influence location decisions. Pub-lic facilities are generally available at no cost.

Holding meetings in schools or private industries may provide an opportun-
ity for council members to tour facilities and observe vocational education orprivate sector training first hand. It may also be conducive to hearing fromkey leaders in education or the business community about their trainingneeds.

Publicileeting Laws

Council staff will want to be knowledgeable of laws pertaining to publicmeetings. Laws may require special meeting notices to the public and themedia, advance availability of the agenda, minutes, opportunity for public
input, posting notices of action items, or other procedures requiring carefulattention. (See also the Public Meetings/Hearings section of this chapter.)
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Pre arin the A enda

Some ideas and suggestions for preparing agenda and supplenental informa-tion include the following:

o Staff usually drafts the meeting agenda and then discusses it with thechair. In drafting the agenda, review bylaw requirements, previous
minutes and agenda, committee and ad hoc committee minutes, and plan ofwork.

o Include an oral report of conferences, committee participation, and
other activities of council members. These may include reports of
activities of various agencies and organizations with which the councilworks in a liaison capacity.

o Identify agenda items as (1) information, (2) receive, or (3) action
items.

o Provide a statement concerning each agenda item to clarify expectationsof council members or remind them of previous discussions.

o Identify council person (or committees) responsible for agenda item.

o List name and title of presenters for items involving persons otherthan council members.

o When mailing agenda to members, highlight or mark each council member'sname and responsibility.

o Note time allotments for each item.

o ,Leave space for note taking.

o Number supplement information or meeting materials to correspond withagenda item number. Mark agenda items to indicate that supplementalinformation is included.

Staple or_use binders to keep meeting materials in order and avoid
paper shuffling during the meeting.

o Separate information not related to the meeting from meeting informa-tion. (Separate folder, distribute at end of meeting, or highlight
during staff report.)

o Summarize lengthy information and attach a& a cover to the o- ginal(identify as summarized).

o Attach committee and/or staff recommendations (or suggested alterna-
tives) at beginning of information material. Note source of recom-
mendations or suggestions. Indicate on the agenda that these areprovided.
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o Mail agenda and supplemental information to council members at least 10days in advance.

o Note that supplemental information is available upon request When mail-ing the agenda to individuals other than council members (cost of post-age for packets may be prohibitive) or prepare a summarized agenda
showing the topic and presenter only for mass distribution.

o Have extra agendas and packets available for guests at the meeting.Materials for individuals who attend regularly should be prepared with
their names or agencies. Information of the council is public informa-
tion (except for specific information related to personnel matters).

Conduct of the Meetin

Each council chair brings a new style or flavor to council meetings.Likewise, council_ chairs vary in the way they work with staff and what theyexpect from staff concerning planning and handling council meetings.

Prior to each council meeting, staff should "walk through the agenda" withthe chair. An agenda review will help the chair to anticipate discussion, be
knowledgeable of each topic, be able to direct questions, and keep the meetingmoving. Topics that have the potential for being controversial will be on theagenda from time to time. In some cases, the controversy will be among coun-
cil members, in other cases, controversy may come from the audience or from apanel of presenters. .It is the staff's responsibility to apprise the chair ofsuch potential.

Councils have varying policies and practices for participation of their
audiences in council meeting discussions. These policies and practices should
be clear to members and guests. Most state councils follow one of the follow-ing four:

o Only council members participate in discussion of the issue.

o Council members discuss the issue, but ask for comments from guests at
a designated time.

Guests actively participate with counc 1 members in all discussion.

o Council members discuss the issue and invite specified guests (usually
presenters or resource people) to comment, cite their perspective, or
answer specific questions.

Committee/Member Reports

Prior to council meetings, staff should review the agenda and communicate
with members or committee chairs who will be making reports. The purpose ofthe communication is to clarify time frames, topics, and documents to be pre-
sented, as well as to offer assistance if it is needed. Staff should inquire
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or suggest, as appropriate,
about supporting materials that may be useful ifincluded in meeting packets or about any special arrangements (such as audio-visual equipment) that may be needed.

Presentations to the Council

Presentations at council meetings may assist the council in collectinginformation it needs to fulfill the mandated responsibilities. Staff areresponsible for making certain that those who report or present focus remarkson areas of specific concern to the council. A variety of strategies may beused to accomplish this. The council may have an adopted policy or a tradi-tional practice which establishes guidelines.

It is Important the presenters be apprised of what role they are to play.The ro e may be to provide any of the following:

o New information

o Clarification

o Data, facts, figures

o Progress report

o Research or study

o Reaction to another report

o Pros and/or cons of an Issue

o Discussion with member=

o Viewpoints

Presenters should be given advanced information about the council, Itsmembership, and what its major responsibilities include. This is importantbecause those who are not familiar with education or vocational education perse generally make two assumptions. First, they assume the council is composedentirely of educators and secondly, they will assume that all programs areeither secondary or postsecondary, usually determined by a personalexperience.

In working with presenters, staff should inform them of council activitiesand information related to their topic. If the topic is multi-faceted or atwo-sided issue and the council dealt with another portion of it at a previousmeeting, the presenter should be informed. Presenters need to know "where thecouncil is coming from" i.e., why they are concerned, how they will use theinformation).

A list of topics (or concerns) or guide questions are "musts" for present-ers. The listing should also provide the presenter with the perception the
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council is seeking. For example, does the council want the presenter to
address a topic in terms of identifying the problem or presenting possible
solutions. If a presenter begins by saying "I'm not sure what I'm supposed to
be talking about," chances are that staff failed to fulfill its
responsibilities.

Preparation of topics or guide questions can be handled in a variety of
ways. The basic rule is that presentations to the council must have a purpose
that relates to the council's overall plan of work so it can assist the coun-
cil in fulfilling its responsibilities. Programs that entertain or are simply
"interesting" have no place on the agenda. Presentations that are not well
planned in advance will appear to_be "just interesting." In preparing pre-
senters, consider identifying topics or issues the presenter is to address by
the following means:

o Staff can prepare a list or identify questions and discuss these with
the presenter. A follow-up letter should reiterate the points.

o The council committee that is seeking the information may identify
major points needed in the presentation and request staff to communi-
cate the information.

The council may identify the major issues and ask staff to relay their
interests and concerns.

o The council may adopt a procedure such as "the interrogator panel"
(Ohio) or reaction panel who will develop a list of specific questions
to ask thP presenter. Presenters should be made aware of this in
advance aod direction must still be given to the presenter.

The latter suggestion is very successful with presenters who are known to
stray from the issue. Controversial topics can sometimes best be addressed by
state employees when this method is used.

Staff is responsible for writing thank-you letters to presenters. Sending
copies to their supervisors, superintendents, boards, etc. helps to create
positive public relations for the council.

Meeting evaluation. A simple evaluation form that can be used for council
meetings, committee meetings, or other council activities may provide staff
with information about the organization and administration of the event. It
also may help staff determine the members' perceptions regarding certain
issues. It needs only a few short questions, such as (1) What was the most
valuable agenda item today?; (2)_How should staff follow through?; (3) What
was the moSt important action-taken?: and (4) What information from the meet-
ing should be referred to committees of the council for further study?

Meeting_attendance. Staff should pay particular attention to member
attendance at meetings. If the average attendance does not fall within the
11-13 per meeting range staff should try to determine why. The age-old adage
"busy people will find time to do what they want to do" holds true for council
members.
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Poor attendance is most likely to be the result of poorly conducted meet-ings or of members not being adequately involved and not having a sense thatthe council is accomplishing anything.

Teleconferencin_ . Staff should be alert to the use of advanced technol-ogy. Tha te econference may allow members to participate in committee meet-ings as well as council meetings when they are unable to attend. Committeemeetings can be conducted quickly with minimum expenditure of funds for traveland greatly reduced time away from the -office. Council members are generallypleased when staff are cognizant of their limited time for traveling to andfrom meetings and, as taxpayers, of the expenses for traveling. Teleconfer-ences have been successfully used for public hearings in some states.Colorado is one example.

Public Meetin s/Mearin s

The Perkins Act calls for "a public meeting in lieu of a public hearing."Most councils use the term hearing, some use forum, and others use town meet-ing. The terminology selected may be based on state laws that come into playif a certain term is selected. Staff is advised to look into this if thecouncil is considering changing terminology or structure and process tradi-tionally used.

Planning

Whether a state council elects to adopt policy regarding its public hear-ing is not particularly important, but some guidelines, if nothing more than achecklist, should be developed. Public hearings do not just happen. Planningand orgaGization are essential.

Public hearings are activities in which you can expect active involvementfrom the members. The public hearing may be the council's most visiblemoment. The public image of the council can be quickly destroyed by a poorlyconducted hearing. In addition to the logistics, attention needs to be givento the conduct of the meeting. If it has been publicized as a hearing on aspecific topic and the hearing panel engages in off-the-subject discussions oris unprepared to ask probing questions, the image may be "they don't know whatthey are doing." Anticipating and coping with problems is discussed morethoroughly later.

Once the decision has been made to hold a public hearing, its purposeshould be clearly defined in order for the council to.receive maximum, qualityinput in relation to the council's expenditure ortime, energy, and money.Although the major work load (administration)
will rest with staff, councilmembers should be intrinsically involved in establishing objectives for thehearings.

If the only purpose is to satisfy the requirement of the Perkins Act for"not less than one public meeting each year," the results will probably havelittle value. The public hearing can serve the council aS a strategy or
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mechanism for carrying out its plan of work if it is part of that plan. Inaddition to providing the council with "public input," hearings may provideresource information needed by the council and create public interest in coun-cil initiatives.

Public hearings or meetIngs may be designed so as to fulfill the followingpurposes:

o Collecting Infomation about how the public views vocational educationin general

o Collecting information about how the public views a specific segment ofvocational education

o Assisting the council in collecting information that will be helpful in
carrying out its plan of work, mandates, committees activities, etc.

o Forming the basis for determining future council initiatives

o Assisting other groups who work with vocational education in collectinginformation and seeking solutions

o Being informative to those who attend as observers

The Perkins Act requires that "the public is given an opportunity to
express views concerning vocational education programs of the State." Thisstatement implies an "openness" of the topic. The experience of most councithat have simply advertised that they are "conducting a hearing to get theviews of the public about vocational education" has been poor attendance and aconglomeration of input that lacked direction. For these reasons, councilshave tended to provide suggested issues or requested input on more specifictopics. By doing this, the information becomes more manageable and usable.

To get a more open-ended response from the public, the hearing can have asegment of time at which the general public is urged to address its own con-cerns and interests. In addition, most public meeting laws of the states
require a time on the council agenda when the public can address the councilwith its views.

When a hearing is to be open-ended, the council may wtsh to establish some
general guidelines, such as asking participants to address their concerns andinterests by including information such as the folloviring:

o Identify the concern or recommendat on.

o Explain why you are concerned, whom it affects (impact of the problemsor positive results).

o Discuss or describe "What should be" (desired outcome).

o Suggest possible solutions or expansions.
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Hearings need not generate more problems. It is tnportant that councils hearand solicit positive as well as negative viewpoints if the picture is to bebalanced.

Areas that are interrelated and need to be determined up front may bedecided by asking the folloviing questions in order to bring focus to the pur-pose of the hearing as a means of deriving its objectives:

o What does the council want to have addressed? (topic)

o Who should address it? (audience)

o How should it be addressed? (format)

o Where should It be addressed? (location)

o When should it be addressed? (time/date)

o Why should it be addressed? (use)

The interrelationship of these six areas is tnportant. Each must be care-fully considered and determined as it relates to the others. If proper atten-tion is not given, the'focus Of a hearing may take'a different direction thanintended. A brief discussion and listings of alternative options for each ofthese areas follow.

Topics

The list of topics that can be addressed at a public hearing is never-ending. Some ideas for selecting those topics may be useful. Usually, theneed for a public hearing emerges through committee planning or as the councilestablishes its program of work.

A public hearing is a strategy that can be used by the council to reach anobjective. Staff may want to keep the concept of a public hearing before thecouncil as they determine strategies for reaching their objectives. If th7tcouncil asks staff to design the strategies, then staff will want to be mind-ful of its usefulness. A review of the planned activities of the counc l orits committees will identify possible hearing topics.

If the council chooses to make the public hearing an event and is seekingpossible topics or issues aside from its
owr activities, some of the resourcesthat follow may be useful. A public hearing organized around this process ishelpful in identifying future issues the council may wish to address, insteadof using the hearing as a means of reaching a specific objective.

Resources for identifying topics include the following:
o Staff could list pertinent issues as suggestions to the council.
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o CouncIl committees could identi y topics aligned with their planned
activities.

o Recipients of council advice and reports could be asked to suggest
topics for public hearings that would be useful to them (i.e., state
board, governor, JTCC, educational community).

Council might compile list of possible topics from which to select.

The council's plan of work might be reviewed for appropriate topics.

o Mandates of the Perkins Act to the state council could become a perti -ent hearing topic.

Alternatives for organizing the council', choice of topics into the pub-
lic hearing process may take any of the following structures:

o Open Topic. Participants address any topic related to prepar ng cItI
zens for employment they wish to discuss.

o Specific Topics. The council identifies a specific topic about which
it wishes to hear the views of the public or receive input from the
public.

o Multi le To ics. The council selects more than one topic or issue, but
still provides parameters for the hearing.

o Combination. The council may choose to have the morning session of the
hearing focus on specific or multiple topics and have an open topic
session in the afternoon.

Below is a laundry list of a few possible hearing topics. These items
would need additional clarification to determine if they were to address
policy or administrative process or simply be informative and idea-generat ng
in nature. They are presented to suggest the potential of scope.

Employer satisfaction with vocational education graduates

o Desired worker characteristics expressed by employers or supervisors

Cooperative ventures between labor and vocational education

o State barriers to local coordination and/or delivery

o Apprenticeship programs

o Vocational education in correctional facilities

o Accessibility to target populations, particularly handicapped

o Exemplary initiatives serving targeted populations
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o Enhancing utilization of facilitIes

o Special funding needs

o Labor's benefits from vocational education

o Services and activities not provided by vocational education

o Inservice education needs of teachers

o State plan for vocational education

Success stories of vocational education graduates

o Governance

o Single parent programs for teenagers

o Integrating academic skills and vocational education skills

o Cooperative initiatives of special education and vocational education

o Parental views of vocational education

o Graduation requirements

o Tracking students

o "Creaming"

o Improving vocational education and JTPA coordination

o Facilitators and barriers to partnerships

o eTiployer expectations

o Vocational education's delivery system

o The workplace in the year 2000

o Literacy

o Vocational education's responsibility to the adult worker

o Vocational education's image and credibility

o Benefits of private sector involvement

o Serving gifted students in vocational education

o Licensing regulations
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o State-of-the-art needs of various occupational service areas--
agriculture, home economics, business, industrial education, health
occupations

o Impact of vocational education student organizations on leadership
development

o Innovative techniques for teachers in service

o Use of local advisory councils

o Vocational education's role in economic development

o State's use of program improvement and research funds

o Needed model programs

o The changing work force

o Dropout prevention

o Updating equipment

o Acknowledging academic skills in vocat onal education's curriculum for
credit

Career education--when do we begin

o Distribution of state and federal funds for vocational education

o State's plan for educating and preparing its citizens for employment

o Educational basics for high technology

o Career guidance and counseling programs

o Use of individualized career plans

o Competenc -based education

o Incentives for private 'sector involvement in vocat onal education
programs

o Urban and/or rural-based problems fac ng vocational education delivery

o Vocational education's role in worker productivity

o Impact of funding cutbacks

o Uses for increased funds
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o SDA util za ion of educational programs for delivery of JTOseTvices

o The role of secondary education

o Teacher preparation programs

o Status of vocational education's curriculum

o Role of the state board for vocational education

o Program articulation

o Impact of declining enrollment

o Vocational education's ability to provide a well prepared wok fo ce

o Management trends in the work force

o industry-based training

o Improving the vocational education delivery system

o Serving pocket areas of the state

o Transfer of credits

o Advanced placements

o Perceptions of vocational education by former students

o Educational barriers to quality vocational education del very

o Education and training systems needed to keep pace with thechanging
world of work

Vocational education's contribution to excellence in educatin

Teaching employability skills, work ethic, Job seeking skills

o Coordination of programs and services for adults

o Vocational education's role in preparation and support of entrepreneur

o Communication between PICs and local advisory councils

o Unavailable services

o Emerging occupations

o Open-entry, open-exit delivery

o State taxes for vocational education
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Audiences

The audiences being sought by sate councils to present their views to the
council vary froth state to state. 771-he focus of the hearing will, for the most
part, dictate the audience. Some Pc=ssible audiences from which to solicitinput follow. A combination of sevr=ral may be desired.

vate Sector Audiences

o Organi zed labor

o Small business/indus ry

o Large business/industry

o Empl oyers of former students

Local advisory council member s

Employers viho have not emploNweed vocational education graduates

o Dislocated workers, workers I-Tin need of retraining

o Di s pl aced homemakers

o Persons employed in nontracliional work

o Entrepreneurs

o Selected workers (1.e per5b-ennel directors, line supervisors, _raining
managers, CEOs, union represntatives, appren ces)

o Targeted population workers ( i.e., represeri minorities, handi cap-
ped , linultedEnglish speak1ngT2 , women)

o Trade and professional assoGi ations

o Job-specific businesses and/cher associations (i.e., manufac uring,
health care, food services, aragriculture, secretarial)

o Empl oyers of such targeted po opul ations as handicapped minorities,
women, fo river inmates

Educational Audiences

o Vocational education teachers =

Vocational education director -s, department chairs

Admi ni strators, princi pal s uperintendents
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o Guidance and counsel _,ing personnel

o Special education tachers and admInistrators
o Local school board Tnitembers

o Educational associot=ions ( .e., vocational educat on eachers, pr nci pal s, superintenclet7nts, local boards)

o Selected 1 evels and types of instruction (i .e., el ementary, seconda ry
community colleges/oo-ostsecondary, adult, higher educatthn, correct-ions,career educators)

o Teacher educators

o Academic teachers. Seclal program teachers

Public Pro ram Audien

o JTPA personnel

o SDA staff

o PIC members

o Employability secu

0 State OICC

o Child and family services programs

0 Rehabil I tat ion

o Economic development programs

o Human services agen0- -s

o Corrections

o Urban development, roarral development

o City and county govermiment officials
o Social workers

o Parole and proba ion c=ifficers

o Alcohol and drug abuS personnel

o Police officers
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Communi and al Interest Grou Audiences

o Economic development councils

o Chambers of commerce

o Racial/ethnic organizations

o Handicapped services associations

o Single parent groups

o Civic organizations (i.e., Kiwanis, Optimist YMCA, YWCA)

o Taxpayers' organizations

Student Audiences

o Vocational education students and former students

o Vocational student organizations

o Nonvocational education students

Dropouts

o Dropouts who have returned

o Students by level (i.e., secondary, stsecondary, adult)

o Inmates of correctional facilities

o JTPA participants and completers

o Rehabilitation clients

o Handicapped or other special needs vocational education studen s

o Nontraditional program participants

Parental Audiences

o Vocational education students and former students

o Handicapped children

o Minority

o School serv ces, advisory or ad hoc study groups
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In soliciting participation by the desired audiences at public hearings,
there are a variety of strategies that can be used. Special care needs to betaken to avoid seliciting presenters whose views are already known and corre-
spond to council views or that follow a single path. Jo avoid this potential
hazard, the solicitation of presenters may be best if it is decentralized. Inother words, staff should not be the sole source of inviting individuals totestify. The council may be able to do this, but they should be cautious
about it.

An easy way of decentralizing the process is to identify the desired
audience and ask others to assist in providing names. A variety of resourcesshould be used. For example, if a hearing Is being conducted on vocational
education and JTPA coordination, the council would want names suggested byboth communities. Who assists will be determined in part by the hearing topic
and audience but some possible resources who could suggest names may include
personnel and members from groups with whom the council has a liaison rela-
tionship (see chapter on Liaison Relationships), local advisory council mem-bers, local JTPA or education personnel from the program in the geographicarea of the hearing, CEOs, organized labor, community and civic organizationsin the area, and trade and professional associations.

Format

After a public hearing has been initiated, a format needs to be selected.
Guidelines should be flexible in order to select a format that will best ful-fill the needs of the council. The purpose of the hearing may determine itsformat.

o Prepared Statement. Participants prepare comments in advance. (Somecouncils require copies.) The presentation is given to a hear ng
panel. Time frames are usually set in advance.

o Oug_stion and Answer. Announce questions the council wishes to have
addressed in advance. At the hearing, the panel states questions oneat a time and participants address the question in a question-answermode. It allows the hearing panel to probe questions and invites moreparticipation. People may also submit written responses. This format
requires a high level of skill and knowledge of the hearing panel.

o Roundtable. The hearing panel is seated at different tables throughout
the room. Participants engage in roundtable discussion of various
issues. Each hearing table may hear a different issue, or issues maybe given time frames for discussion. It may be difficult to tape
record these sessions. Staff may need to be provided for note taking.

o Questionnaire/Written. A questionnaire or written testimony may beused to supp ement any of the above formats. It provides the councilwith an opportunity to hear from those who do not wish to prepare and/
or present a public statement or who are unable to attend. It provides
additional information that is easily quantifiable. Often, the council
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has information it wants to collect, but does not want to limit com-
ments to those appearing in person. A questionnaire may be thesolution.

Location or site selection for a public hearing should be carefullyaligned with the audience the council is attempting to reach as participants.The site must be readily accessible to the handicapped. Ease of accessibil-ity for the participants and the general public is also important. The siteshould be appropriate to the focus of the participants. For example, if thosetestifying will be educators, an educational facility would be suitable. Somepoints that may be useful when considering a location follow:

Centrally located, geographically, for the area the hearing is plannedto serve

o Facilities well known by area residents

o Facilities that match the audience

o Large enough room to accommodate observers and media personnel

o Easily accessible without need for a map

Room layout conducive to a Hcome and go" audience

o An area for the council to display handout materials or other
information

If your council has seven or eight public hearings in a year (as severaldo), they will probably be located in varying geographic locations of thestate. Council members from those areas may serve as the "local coordinatingcommittee" and may put together other local commdttees to assist. Guidelines_become very important because they not only provide direction, but also a
checklist of what needs to be done. To some extent, guidelines will help to
standardize hearings so that information gathered will have better
compatibility.

Time and Date

The audience from which the council is -ueking testimony needs to be con-
sidered in establishing the time. For example, parental groups, students, andlabor groups have better attendance in the evening hours. Breakfast sessions
and lunch-hour hearings have been successful for some councils. The bestformats for these have been the roundtable and question and answer formats.

Depending on the state's climate, the cold, snowy season is generally not
the test time of year to plan hearings. The hearing panel may not be able tobe in attendance when participants can be. If the council is seeking audi-
ences from education, the opening and closing months of school are generallypoor date selections.
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Topics being addressed should be timely. This creates interest and sparks
attendance. If educational groups, boards, and other oups are all conduct-
ing hearings on popular topics such as graduation requ ements, the topic may
be timely, but "overheard."

Topics that will be of obvious interest to the governor when the legisla-
ture is in session should be scheduled enough in advance to allow time to pre-
pare the report but not so far in advance that potential participants fail to
see its relevancy.

Use

Use of the information gathered at a public hearing has already been dis-
cussed as it relates to selecting appropriate topics, formats, and audiences,
but a few other points are in order.

As public hearings are designed, how and to whom they are reported should
be carefully considered. If information will be categorized for quantitative
reporting, the hearing structure needs uniformity.

Some thought needs to be given to anticipated publications that may be
developed to report the findings. For example, if direct quotations are
desirable, tape recording or written testimony may need to be built into the
design of the hearing. Persons who testify generally want to know the dis-
position of their efforts. This should be made known at the hearing.

Organizing the Hearing

A great deal of planning and preparation goes into a public hearing.
Even though council members tend to take an active role in hearings, the "leg
work" in preparing for them lies with the council staff. Once the purpose and
the six major factors (topic, audience, format, date and time, location, and
use) are determined, staff can proceed. rt is the council's responsibility to
make these decisions, but it is the staff's responsibility to carry them out.
For example, staff will secure facilities, write letters of invitation, pre-
pare guide questions and topics for distribution, design publicity, secure
media coverage, and take other actions necessary for conducting the hearing.

A local organizing committee may be very helpful, particularly if a coun-
cil member is in the local area. Local committees can suggest and secure
facilities, talk with media, provide publicity, and offer many other services
that are difficult from the council office.

The Wrlowing list may be used as both a checklist and a listing of sug-
gestions that have been found to contribute to successful public hearings for
state councils over the years.

Hearing _wel. Tne hearing panel should be composed of council members.
f a local )r ether state agency is co-sponsoring the hearing, they should
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also haverepresentatlon on the panel. Five to seven members are adequate,but fevietre also appropriate.

CoundleembersE; attendin . Members of the council in attendance who arenot servingon the hearing panel should be introduced. They may assist staffwith reghbltion emend name tags, talk with media, distribution of councilmaterialsor talk individually with persons testifying who have questionsthey wantsnswered or from whom the member believes more information can beprovided, Nmbers can be very helpful in acting as hosts/hostesses.

Coundl_Staff. Staff are not members of the hearing panel. It is lmpor-tanCtltTtaar free to manage the logistics of the meeting. Hearings areusually "one and 9.4a." Staff need to be available to thank presenters as theyleave, pickup writliten testimony or questionnaires, and assist the process bybeing avaftle to emcontinue discussion with presenters who need more than theallotted Um. Whew, hearing topics are controversial, staff can assist thepanel if they are awailable so that the panel can ask that the presentationsthat excedthe times. limits be continued with staff. This avoids the appear-ance of "hing cut t:Dff before being heard."

AttLIELAnst_cfuss. Panel members, o_her members, staff, and partic
pants shouldall haNftwe naae tags for identification. Name plates should be infront of 00 panel member.

Reoora_ reservatetions. If hearings are being recorded by note-taking,the personrespoft bole shou d be located at the front of the room. Taperecordingsve orefemtrred for accuracy. Many state councils are now video-taping hearings. Presenters should be told their remarks are being recorded.

51grIf1n, Most s-tates want an accurate record of attendance. In additionto -names, An in sti-eets should ask for occupation and address. Thank-younotes are written to presenters and may also he sent to observers. The listprovides_ rases and aewidresses for future use by the council in its efforts toadvise thegmeral plAublic and the business community.

Re_OrtOsseminal4tion. The reports or publications resulting from thehea'r ng orusng nommut :rom the hearing should be distributed to all whoattended. TMs builc=is credibility for the council because people see thattheir InPutls being put to use.

laareas. EE3ecause of the usual large_audiences of observers, thehearing Presents an c=mpportunity for the council to disseminate its publica-tions and the infarlmation. An attractive display, rather than a stack ofpapers on Ow at the door, should be provided.

jitl.S.9ZUtjl-_,rg_larks. Local personnel may wish to have local lead-ers extend aelcome to the council and its guests. The panel chair or mod-erator shouldalso t-v-Icome participants and provide opening remarks. Theseremarks should give hosighlights of the council and their responsibilities andthen descrihthe hea ring. Remarks can be brief, but should explain the coun-cil's pur000in ho1c171ng the hearings, how the hearings help the council
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perform and carry out its r--ole and functIon, and how the council plans to use
input provided.

A clear description of --the process selec ed for conducting the hearing
should be given. Time fratuieS should be clear and expectations of observers
should be stated. The chal r may wish to indicate at this time that staff are
available if a presenter wa nts to show additional information after the allot-
ted time has been used. Thamese may need to be restated for later arrivals.

Staff should prepare thAme panel moderator carefully. A clear listing
describing the process shouid be written out for the chair to use in opening
remarks.

Introductions. Panel ni.rembers, council members and staff should be intro-
duced. The mdderator should point out how these individuals will be available
to assW. throughout the dazy. Local committee members who have assisted the
council should be introducecmd and thanked. If the audience is small, a quick,
around-the-room introductior-i session may be helpful, particularly if a discus-
sion or participation in queEastion-answer sessions is anticipated.

Hospitality. Coffee, te=a, and soft drinks add a gesture of hospitality to
the hearin. Local comm1tte2es may be able to arrange for sponsorship. A sign
on the table Ous a public 1==hank you are both necessary.

Room arran ements. Per5E;ons presenting testimony should present it to the
panel. Microphones should ri=7e set up so others can hear. If it IS possible to
have presenters to one side and the panel to the other, this arrangement may
help to have both in view orw the presenter. The most popular arrangement is
for the panel to face the aundience and the presenter to face the panel.

Re ortin to members. tr.flembers who served on the hearing panel should
report their findings to tli ezm. full council at its next regular meetings. Staffwill want to note any conclumsions or suggestions offered.

o If hearing topics or questions have been identified in advance hese
should be prominently displayed or distributed.

o A schedule for presen--tations should be made in advance. Persons tes i-
fying should know in -advance so they can plan their work schedules
around this. That is why adhering to designated time frames is an
absolute must.

o At an "open" hearing %%Oen the council does not know Who will be pre-
sent, the most populammr_process is to hear testimony in the order in
which presenters Signemed up or to have a sign-up sheet with time slots
identified.
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ADMINISTRATION AND ORGANATION COLT NUL AcT

This chapter is designed to ti=uch on a vari ty f sugeiOus 0r admin.istration and organizational niattrs for whichcounil staff have J:=Ionsibil-ty. Suggestions are found in the handbook as they rel ate to sped l= councilmandates. Those included here apply to the general administration andl organi-zation of various responsibil itie rather than specl fic areas.
Efficient management of councW1 activities woulc=i be di fficnt if s- mecareful thought did not go into Organi zing in such al way as tobuild a reser-voir of resources that can be tapi=ed with little ef-ort Ihe chapter ondeveloping liaison relationships meals, in part, w1th develQpifll5Utt aresource bank. For example, staff with good liaisor-z relationships can tapthis resource for names and addres zses of specific gr-oups it wishes to zargetwith a survey or invite to addre5s.= issues at public bearings,
The overall effectiveness of & tate councils is I argely depaode t Uofl theabi 1 i ty of the council ' s staff to organi ze and admirk Ister ef forte and ni ti a-tives that the council has chosen to pursue. Counct 1 staff not have Imheability to organize activities the council wants to undertake to provic=ie thecouncil with infonnation it is Seerplking. The role or the cotinCi115 to act onthat information, that is, draw corwiclusions, make reonimenciatiOns, analilyze,and advise. Once the council has -1-fulfil led this rol staff vaccine% rspon-sible for orchestrating and dissenitinating the counci, action
A very simplistic descr ption rernay be to regard ta--Be council as thedecision-making body and staff as t=eing responsible -zror car'rYirlout a=tionsrelated to those decisions. A frior thorough analysi points out staff respon-sibility for organizing and adminitering efforts tht help tnecouncil makedecisions, beginning with planning...4. following througl- implementation, Cox:Inclu-sions, recomendations, and di sseoli I nation.

This is a challenging task tha must be carefully- designed. Throognhoutthis handbook, a variety of suggest ,ions and ideas ar presentedin an eurfortto assist staff. This chapter pres ents suggestions t_ bat may_betoth unierellasand extensions of specific suggestimons thus adding to, the effectiveness andefficiency of councils.

This chapter concerns itself itio&re with process thi..an wlth tolitent. Ubesuggestions delineated are more "hovwi ton than "Oat t <1" in natore, Pierhotaps abetter title for this chapter would be Hhelpful hints not 0%0here
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ordination empf ActivitIes

Depending on how one cunts the manc=iated
responsibilities of the councilfor the 2-year reporting priod, there eEare anyletere from 9 to 15 mandatedrequirements. Separate sWiles or resei75Jerch activities addressing each mandatewould be an impossible assignment for cc=uncil staff, a nightmare to managethrough contracts, and Wm-possible buctiget request. Therefore, a process formeeting mandated responsibilities must t=e carefully calculated.

Staff must dovetail eivities so Os= to produce multiple results from asingle initiative. FOr exaple, the timame and resources required to examinethe "coordination of OTPAN vocational education" are toe great to be nar-rowly focused on thiS singlepurpose. WO-Mhen examining this issue, additionalinformation can eaSilY Deegracted that will contribute to the council'sresponsibility for asSessingeduoation a_nd private sector involvement, pro-grams for target populations, distributi,.Aon of funding, business and laborconcerns, policies for strengthening voc ational education, and man), others.

Managing the informationgathered
arimmod bringing it to the council's atten-tion are staff functionS. Mndated respelonsibilities that are met throughstate-driven initiativeS Awe likely to have a state-felt impact thanthose that are designed temet the menc:date."

Council meMber rePortsoftheir invoUlvement with liaison groups, partici-pation at state and nationelconferences_ and work with local PICs, economicdevelopment councils, and 04r activiticzes should also contribute to the coun-cil's report pertaining tospecific mandeestes. Activities of this natureshould be a purposeful parte the touncINF1's plan of work. If such activitiesdo not contribute to helpingthe council meet its mandates, they should bereassessed for possible &Continuation color redirecting. Specific examples arelocated in the chapters onliaison relatlafonthips and council memberships.

n o Information

_A council newsletter tobring vlsIbfl --ity to counc 1 in tiatives may be auseful tool. A concerted Wort to devel-op a mailing list encompassing a
broad audienCe of the Ouplie.bnd Private 7msectors, including the educationalcominunity, can be effectivoin reporting to the general public and the busi-ness community. A newslettercan keep ittns audience apprised of council activ-ities, state and national isms, innovative practices, legislation and a hostof other events. Interviemturrd editoria==is illustrate that the council islistening to the public athlieeking their vtews.

The development of gaodmiling liSts for receipt of council informationis a never-ending task. Ttemiling list should be categorized into differentsectionS tO it is usefoi iltirgeting Spec=ific information to specific audi-ences. The lists -by categcryshould be 1e2tteled as to when they need to beupdated. Keeping these Woad will invOve the entire staff. As associationofficers and personnel changesare made, .fiese need to be noted.



o State Department of Labor

o State headquarters for AFL-CIO

o Library of Congress

o Governor's staff, press secretary

o Official state newsletter

o Officers of state's student organizations

Getting council publications and information to the public or to the audi .
ence for which they are intended can be done in a variety of ways. Mandated
responsibilities for "reporting to" make this an essential activity. A reVieW
of suggested categories for council mailing lists provides some suggestions
for how to develop the council's private sector audience or its audience from
the educational community, the ()TPA community, and others.

Postage can become an expensive item. Bulk-rate postage permits may help
to alleviate expense although it will increase handling time because materials
must be arranged in the required order. Mailing services are an option that
staff may want to pursue. Service charges can easily be compared to staff
time and wages.

Distribution of materials through educational conferences and meet_ngS
will save a great deal of postage. This will have to be weighed againSt
timeliness of distribution and the work of getting boxes of materials to
meetings.

Exhibition booths at conventions attended by private sector groups are
particularly useful when attempting to reach this audience. Exhibit boothsare expensive. The council may wish to use this opportunity to interview pri.
vate sector membels who visit the exhibit to obtain their views on vocational
education issues. A small, hand-held tape recorder makes the process easy and
often attracts other convention participants. If more than one member is
helping with the exhibit, one can conduct interviews While the other talks
with visitors if you don't care to attract an audience.

If the council is actively involved in a variety of liaison relationships
with other organizations, the opportunity to set up displays or distribute
council materials may be numerous. Organizing Materials and creating attrac-
tive displays can be done one time and re-used frequently if transportability
and flexibility are_built into the design.- Displays' and exhibits are good
ways for the council to be visible at functions of different groups. Members
usually want to participate, and it is an opportunity for opening dialogue
with the membership of these groups.
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o State corrections staff

o High schools, teachers, administrators

o Local vocational education department chairs or admin s -ators

o Public hearing participants

o CouncIl liaison groups

o Commun ty-based organIzatIons

o State trade associations

o Corporate training directors

o Teacher educators

Centers for career -uldance, single parent projects, dislocated worker
centers, and others

o Education Service Center managers and superintendents

o State Job Training Coordinating Council

State vocational association officers and staff

o American Vocational Association (MA) board, officers, and staff

n State Occupational Information Coordinating Commdttee

o American Association of Community and Junior Colleges (AACJC)

State Education Association's and national headquarters

n State principals association

o State Association of School Administrators

o State Association of school Boards

o Womenis American CRT

43 Special interest groups

o State legislature and staff

o U.S. :Congress and staff

o U.S. Department of Education
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Mailing lists for legislators, agencies, boards, and some trade and pro-
fessional associations can often be purchased. This may be costly initially,
but staff time to write letters requesting lists and then keeping them up to
date is also costly. Following is a sample listing of categories a council
may want to include on their mailing list:

o State CoVE members

o Past state CoVE members

o N/CoVE staff and members

o NAS/CoVE officers

o State CoVE executive directors and chairs

o State directors of vocational education

o National Center for Research in Vocational Education

o State board of education, members, and staff

o Community college boards, trustees, and staff

o Board for higher education

o Department of Rehabilitation staff

o Department responsible for JTPA

o State's budgeting agency

o State library

o Directors of vocational centers

o Community college deans and presidents

o Adult education directors

o Community education leaders

o PIC chairs and SDA directors

Local advisory council members obtain when sending membership
certificates)

o Technical committee members s required by Section III of the Perkins
Act)

o Wardens and education directors In correctional facilities

63

70



Staff Reportln9

The expectation of councils related to the monitoring of staff activitiesvaries among states and probably is affected in part by the executive direct-or's administrative abilities and tenure with the council. These expectationswill also change as the coun,c11 membership and chair-change.

The extent of administrative authority relinquished to staff calls forsome discussion. For some councils, full authority to administer is given
with the expectation of full accountability. Other states have reduced the
accountability expectations when some members became more interested in howstaff approached an activity (administrative style) than whether or not theactivity was a success. Single, isolated events do not always reflect an
overall goal that staff is attempting to reach, so some caution should benoted as needed.

Three basic formats for staff reporting are most-common: (1) memoranda,
) distribution Of itinerary, and (3) written or oral reports.

Memoranda

Keeping council members informed can be accomplished in several ways.Some councils publish monthly or bi-monthly memorandums to all council mem-bers. Information about council meetings, committees, research, and other
activities is included. Staff activities may also be incorporated in lieu ofother forms of staff reports. The memorandum may serve as a calendar ofevents. Contents should be composed on a day-to-day basis as a collection of
information items so that a day doesn't have to be devoted to writing the
memorandum. Council members sometimes submit items or reports which areincluded.

Reporting Council Activities

The most common form of council reporting is a written report. The formatof the report should complement the kind of information being reported, and
the style should be directed toward its primary audience. Several schools ofthought are involved in the whole issue of reporting. Some pros and cons for
various alternatives are discussed in the following paragraphs.

Publication format and design. Council staff needs to weigh carefully theformat &Id design of publications. For the most part, state precedents are
the influencing factor when making decisions about typing versus typesetting,printing versus photocopying, one-color versus two-color print, paper quality,
use of photographs, illustrative design, and other publication options. Cer-
tainly, budget constraints must be considered.

Because of printing costs and budget constraints, staff may want to pre-
sent alternatives with accompanying rationale to the council if staff is seek-ing major change in council tradition. Printing and preparation of publi-
cations are administrative responsibilities that staff should handle. If
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individual members have strong views that could cause controversy among the
council and/or with staff, discussion with the chair, executive committee, oran appointed committee may be wise.

Length_of report. The length of the report should be appropriate to_the
information tnat needs to be reported. Some council members are adamantlyopposed to a report that exceeds three to five pages. A research project ormajor council study may not be conducive to extensive summarization if it isto be effective. There are several alternatives available, as well as severalfactors that need to be considered.

First, the purpose of the report must be considered. If its purpose s toprovide in-depth review and study, numerous alternatives, or examples, 3 shortreport may not be adequate. Sometimes, a list of conclusions and recommen-dations does not satisfy those who need to understand the basis for theconclusions.

If the report has both a primary and secondary audience, they need to beconsidered. For example, the council has responsibility for recommending
several actions to the state board concerning vocational education's involve-ment with the private sector. The state board and their staff may be satis-
fied with highlights of the council's findings, the conclusions the council
draws, and recommendations the council makes.. Members may wish to disseminate
information gathered in their study about how these.partnerships can be ini-tiated, sample model programs, ideas for improving.partnerships, the benefits
to the educational programs, and a resource list in the report and disseminateit to a secondary audience--the

vocational education community.

Those who are opposed to long reports argue that they will not be read;others argue that a short report leaves out too much useful information. Analternative is to prepare an executive summary as well as the full report.
Executive summaries may be prepared separately or placed in the beginning ofthe report. Another alternative is to break down the report into a series ofsmaller reports. Costs enter Into the decision.

Typed or VRett. The major consideration for this decision is cost.Todayls word processing and printing systems may offer an acceptable compro-
mise. Graphic capabilities of word processors that were not previously avail-able for typewritten copy strengthen this position. The major argument thatis given to override the cost factor is that a "typed" copy does not have the
same appeal and that if the council wants their report read, its publicationshould be attraCtive to the audience. There is certainly research supportingthe theory. A parallel argument is that if it is important, funds should sup-port making it attractive so that it will be read. Another viewpoint Is thata report to be used only by state agency personnel does not need appeal,because they probably have to read it anyway--regardless of design or length.

Interest features.. The use of multiple colors, photographs, charts,design, and other elements used fior reader appeal are added expenses, butagain there are several options available. The layout of publications can besuch that the use of two colors, screens, photographs, or charts, is limited
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to a few pages. This will give appeal, but keep costs at a minimum. Some-
times, executive summaries are designed for appeal and the full report is
designed to be cost effective.

State precedence. The state-of-the-art for government publications has
impliCitiont-imilat to those described in the section on office and furnish-
ings selection. If the practice ln the state is for inexpensive publications,
this may be the best route. On the other hand, if well-designed publications
have greater potential for Impact, the actual cost of creating the impact may
be less if funds are used to support giving appeal to publications.

Cost factors. Council budgets are limited. Printing is expensive, but
there are-numeftfus cost-effective processes that have already been discussed.
The trade-offs must be weighed aginst the benefits. Graphic arts programs and
printing programs in the public education system or other public institutions
may provide services to state-funded programs and agencies. Staff should
explore this. Timeliness may be a trade-off.

Audiovisual reports Today's technology Is increasing the use of media
other than publications for making reports. An increasing incidence in the
use of videotape recordings to supplement written reports has been seen.
These can be effective and can encourage a thorough review of the report.

Preparing_reports. Council staff needs to organize a system to collect
information-riedesSarY for council reports so it is at their fingertips when
they are ready to use it. If the council truly dovetails activities to
achieve a high level of production from limited expenditures of resources,
staff will need to pull it all together. This is more work for staff than
contracting with a consultant to research and prepare a report for the council
to rubber stamp, but it more truly reflects the efforts of the council and
their actual involvement in the deliberation process.

A council that has been actively involved in its own activities can pro-
vide staff with the direction needed to draft reports. A summarizing discus-
sion session gives staff a sense of the council's thoughts on an issue and the
rationale for their decision. With well-organized information, staff can then
develop the report with the appropriate documentation used by the council in
making that decision. This emphasizes the decisionmaking role of cOuncll
members.

To expect council members to write reports is unrealistic. They provide
the content, staff provides the writing. Some council members have skills for
editing, some have skills for displaying data, and others are adept at phras-
ing statements to target a specific audience. These are all welcomed compe-
tencies that can be very useful to staff if the members can give this kind of
time. Staff should let members know their involvement and assistance would be
appreciated.

68



LIAISON RELATIONSHIPS

The Carl D. Perkins Vocational Education Act states: "coordinate .cooperate . . consult with . . involvement with . . partnerships .
,meet with , . collaborate . asstit in . . participation with .joint development . . outreach . . responsive to . . supportive of .promote links .

Language of the Perkins Act makes it very clear that Congress did not wantany segment of vocational education to work in isolatien from the vocational
education community, the general education community, the private sector, orany other public sector segments. Emphasis on partnerships is abundant, as isemphasis on coordination and cooperation. Language of federal and state leg-islation for other public programs is beginning to be just as clear with Itsnonisolation language.

The tenor present in the public sector fiar coordination and cooperation isemerging in the private sector as partnerships for education, economic devel-opment, job training, and social and human development programs are becoming
commonplace. A dependence on-the cooperative atmosphere and coordinated
approach is being created nationwide.

Experienced council staff believe that to be effective, state councilsmust develop liaison relationships with a variety of organizations, associa-tions, and agencies from both the public and the private sector. These rela-tionships will enhance coordination, which ultimately helps to diminish bothunnecessary duplication of efforts and the potential for omission. Moreimportant, they will establish credibility for both the council and its
staff.

Ultimately, council cooperation and coordination with other entities bene-fit groups or individuals involved. These groups may possess information,
expertise, or authority for change. They may be audiences seeking councilrecommendations and advice, or they may have the ability to cause or encourage
implementation of council advice and recommendations.

Cooperation among public sector employees and appointed or elected offi-
cials is an expected mode of behavior. To attempt to work outside this modewould be futile.

Establishing Liaisons.

State council staff members usually bring their own style with them to theposition. This style was probably a factor in their employment. Below aresome general suggestions that have been successfully used in several states in
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establishing, improving, and maintaining liaison relationships with various
groups and individuals. Staff should consider their OW expertise, council
preferences, and state atmosphere in following these suggestions.

Initiating iaisons

o Send introductory letter of self or council (enclose A bus_ness card).

o Ute introductory letter by.council chair (to introduce new executive
director or council member).

o Provide recent council report, newsletter, or other publication with
cover letter.

o Make an appointment to discuss mutual interests.

o Attend an open meeting of the group.

o Seek a third-party introduction (by council member or other mutual
acquaintance)

o Watch for publicity through the media that may provide a natural
entree.

o Volunteer to assist with an act vity of mutual interest.

o Invite participation in council acti ities.

o Focus on mutual interestS.

Participate in an activity of the group (attend mee_ing, conference).

o Identify benefits formally through correspondence, requesting further
disCussion.

o Determine if a council member has a cooperative relationship with a
member and build on that relationship.

o Find a paint for positive interaction, part cularly if the group_and
the council have historically held opposing positions on critical
issues.

o Be candid regarding the interests of the council in improving relation-
ships, pointing out mutual benefits.
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Maintaining Liaisons

o Review council minutes, policies, and staff reports to identify the
kinds of ongoing liaison relationships that have been established.

o Assesi the value of existing relationships periodically in terms of
mutual benefits and expended resources.

o Determine ways in Which relationships could be enhanced.

o Respond promptly to requests for information f om other groups.

o Invite input from o hers where appropriate.

o Be punctual with established agreements for coordinating efforts,

o Be cognizant of how the council can benefit other groups or
individuals.

State-Leyel Liaisons

Most state councils are located in the capital city. Numerous state head-
quarters for professional and trade associations, as well as nearly all of the
state's agencies will be in the state capital. The list of those with Whom
the council may wish to establish a working relationship goes on and on and if
caution is not taken, all of one's time could be spent developing good public
relationships.

o Priority 1. Establish yourself and your council with those whom the
caincil Must advise and submit recommendations. Under the Perkins Act,
this includes the state board, governor, and the state Job Training
Coordinating Council. Receipt of the council's advice and recommenda-
tions is directly related to the council's credibility with these
groups and individuals.

o Priority 2. Establish yourself and your council with those who have
direct policymaking authority to implement the council's advice and
recommendations under the Perkins Act. This will include the state
board, governor, and the state Job Training Coordinating Council.
Although councils have no responsibility for reporting to state legis-
lators, these bodies have authority to-legislate actions that relate to
council advice or recommendations.

o Erlority 3. Establish yourself and your council with those to whom the
council myst report. At the state level, the Perkins Act requires the
council to report to the business community and the general public, in
addition to the state board and the governor. Atthe federal level,
the council reports to the Secretary of Education and the Secretary of
Labor.
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o Priority 4. Establish yourself and your council wIth those individualsand groups with whom cooperation and coordination is essential ifadopted policies are to be fully implemented (i.e local schools,SDAs, local advisory councils, teachers, and administrators

Initiating State-Level Contacts

State government, like any other segment of society, has its protocol.Protocol may vary in its importance from state to state, but nonetheless, it
is wise to check it out before proceeding. Following are suggestions:

vernor's o fice Usually, the governor has a staff person or personsponsibilities related to education. This person is the individualvw ;nom staff of the council will initiate contact in the governor's office.Ke p ng the governor's education staff apprised of council studies and activi-ti-es keeps the governor informed. Education staff will be knowledgeable ofthe governor's concerns and interests related to vocational education and thuscan be helpful to the council in addressing these issues. Education staffresearches a variety of issues and seeks research by others on issues. A goodworking relationship between the council and the governor's office can resultin coordination that has mutual benefits. Depending on the state, direct com-munication with the governor may or may not occur. One must keep in mind thatdirect communication with the governor's education staff may be the desiredgoal. Governors themselves have limited time but have great confidence Intheir staff, so time may be better spent with staff. Dote: In states havingcouncil members appointed by the governor, there may be staff, other than edu-cation staff, having responsibility for appointments. It may be that the
council will work through the appointments staff in working with either thegovernor or the govern-Ws education staff. Responsibilities of the appoint-ments staff In coordinating council activities with the governor (or gover-nor's education staff) should be carefully checked in these instances.]

Council members, particularly those appointed by the governor, may be per-sonally acquainted with the governor or the governor's staff. Existing rela-tionships may be a basis for establishing a good working relationship with thegovernor's office. Care should be taken neither to exploit these relation-ships nor to assume that viable relationships will naturally follow.

Liaison-building activities with the governor's office include thefollowing:

o Be sure mailing lists for council publications, brochures, newsletters,meeting agendas, minutes and other appropriate informative documentsinclude not only the governor, but also the governor's staff, such aseducation aides, appointments staff, economic development staff, andothers.

o Include a cover letter with information that targets specific issues of
interest to the governor or staff.

72 77



o Hand-carry Information to staff and discuss council recommendations or
advice with them, particularly when it contains specific suggestions or
topics being pursued by them.

o Ask if there are studies with which the council can assist.

o Respond promptly to requests for information.

o Provide information from sources in addition to the council such as
local studies, national studies, studies from other states) that may be
useful.

o Inform the governor's office of achievement by individuals, schools,
private sector, and others to whom they may wish to send congratulatory
letters.

o invite staff to discuss issues at regular council meetings.

o Involve council members in discussions with the governor and/or staff
whenever possible. Council members who are politically active in the
party opposite that of the governor's office should maintain a very low
profile in that office. Likewise, those who are politically active on
issues not related to vocational education, even though they are of the
same political party, may need to play secondary roles when meeting
with the governor. This sometimes shifts the focus to other issues.

State board--CE0--state director of vocational education The Chief Exec-
utive Officer CEO of the state board will generally be the person through
which the state council staff initiates contact with the board. The CEO is
known as the chief state school officer. If the state board for vocational
education is separate from the state board of education (Wisconsin, Indiana,
and Oklahoma), the CEO is commonly known as the state director of vocational
education. If vocational education and education In general have the same
board (Missouri, Texas, California, Michigan, Illinoit, and Kansas), the CEO
or chief state school officer will be the state superintendent, commissioner
of education, or similar title,

f the CEO or -chief state school of:Icer is elected, it is Imperative to
keep in mind that the position is political.

Again, for those council members appointed by the s ate board, "acquain-
tances" may exist. The same caution as stated for governor-appointed councils
applies.

In states having a state board of education that also serves as the state
board for vocational education, the person who is designated as the state
director of vocational education will usually be one or two administrative
levels removed from the CEO or chief state school officer. This situation
(most common among states) creates a new twist for establishing good relation-
ships with the state board. Additional layers of administrators may need to
be added to the council's list for rapport development.
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Although the state director of vocational education is the state's keyadministrator for vocational education, this individual is not the stateboard's CEO. In these states, the council may work more closely with thestate director of vocational education than with the superintendent or CEO,but the top-level relationship needs to be fostered because It provides theneeded, direct link to the state board. Neither individual should be ignored.In these organizational
structures the council will be viewed as a specialinterest group whereas a .separate state board for vocational education viewsthe council as being aligned to its single charge.

Different roles of the state boards themselves will affect the kind ofrelationship they have with their state councils. This in turn will influencethe manner in which the council pursues its posture with the board. For exam-ple, if the state board appoints the council members, this may provide a soundbasis for an effective working relationship.

A council in a state having a separate state board for vocational educa-tion is more likely to have the state board's ear because lt is a naturalrelationship. When a state board serves more than vocational education, thctboard will have several councils and special interest groups seeking itsattention. The attention and time these boards give issues brought before itby the council may be far less than that of the state board serving only voca-tional education. A council working with a comprehensive state board may findit necessary to intensify efforts in establishing the relationship and rapportneeded to be effective.

The number of times during the year in which comprehensive boards addressvocational education issues is of concern to the vocational education commun-ity in many states. Concerns voiced are that vocational education onlyappears on the agenda when the board adopts the state plan and Its budget pro-posal, thus giving the impression that vocational education is a low priorityto the comprehensive board.

Two postures for state council are surfacing in these situations. One isthat councils are encouraging the state board to include vocational educationissues as least four times a year on its agenda. The second is that councilsare seeking to have state boards adjourn their meeting for general educationand reconvene as a state board for vocational education to consider the con-cerns of vocational education.

The sole state agency reauirement for rece pt and administration of voca-tional education funds is .a uniform governaace structure throughout thestates, but results in a variety of systems of administration because it mustaccommodate various state organizational patterns. States having separatesy,.;tems for secondary and postsecondary education may use either system as thesole state agency. The "other" system has an agreement or contract for how itworks with the state's board for vocational education,

is essential that the council develop a healthy liaison relationshipwith that "other" board. The council does not make its recommendations andsubmit its advice, as mandated by the Perkins Act, to that board. However.nothing precludes the council from doing so. Many councOs functioning In
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states with this system have elected to make such recommendations in order to
facilitate desired actions.

A word of caution--care must be taken to be certain that it does not
appear the council does not recognize the state board's (for vocational educa-
tion) authority or that the council is trying to circumvent that authority.
One successful approach has been to use language that recommends that the
"other" board assist the state board for vocational education in achieving the
desired outcome by initiating appropriate actions. From time to time, states
undergo a struggle related to the governance issue. State councils can inad-
vertently get involved in these struggles unless they are conscientiously
aware of the lines of authority and careful to respect them.

The question of governance is one in which numerous state councils take an
active role and make policy recommendations. The point here is that staff
should be careful not to thrust the council into the debate unknowingly.

Liaison-building act vities with the state board include the following:

o Attend meetings.

o Work with subcomm ttees of tht state board that may he addressin voca-
tional education policies.

o Invite the chair to address the council.

o include members on mailing lists to receive council publications.

o Plan joint meetings or forums of the state board and state council to
address vocational education issues.

o Host an annual dinner for informal discussion between the council and
the state board.

Present recommendations to the state board at a special session (such
as an evening session) to allow adequate time fordiscussion. (Presen-
tation should be made by council members, not staff.)

o Attend public hearings of the state board.

Some councils present appropriate reports to the state board at public
hearings. Others do not, feeling they have special meetings for this
purpose.

o Be knowledgeable of key issues and priority initiatives of the board
all times and keep council members apprised.

o Communicate the concept of working tooether rather than an adversarial
relationship.
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L aison-building activities with the CEO include the following:
o Plan periodic (such as quarterly) meetings to discuss vocational educa-tion policy issuc.. Include the council chair or committee chair whois involved with a topic the council wishes to communicate.
o Foster respect and trust plus the idea that thecouncil can be a valu-able asset for improving vocational education.

o Keep the CEO apprised of council activities, including possible adviceand recommendations the council will be making to the state board.
o Review council reports, recommendations, and advice with the CEO prior

to presentation to the state board.

o Support (openly) initiatives of the CEO when they concur with councilpositions.

o =Request input from the CEO for studies and re earch the council might
provide which would be helpful to state board decision making.

o Invite uhe CEO to make presentations to the council and engage in dia-
logues with them, particularly about issues such as the state board'slegislative package and budget requests.

Encourage appointments of council members to ad hoc study groups of theCEO or state board.

o Include the CEO on council's mailing list for publications and otherinfornation of the council.

o Be apprised of critical issues and activities facing the CEO.

o Provide information upon request or as it becomes available that mayassist or be of interest to the CEO.

Send copies to the CEO when corresponding with board staff or members.

o Feature articles concerning positions or initiatives of the CEO innewsletters or publications.

o Inform the CEO of direct communication with board members.

o Be cognizant of deputy, vice, or assistant staff levels with whom rela-tionships need to be fostered.

Liaison-building activities with state director of vocational educationinclude the following:

o Establish regular meetings with the state director,
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o Ask to be invited to attend vocational education staff meetings.
Respect the need for confidentiality on issues when appropriate.

Keep the state director informed of council activities.

o Encourage director's attendance at council meetings and make agenda
support materials available.

O Request input for areas of study which would be beneficial to the state
director's initiatives.

o Invite presentations or regularly scheduled updates at council
meetings.

o Communicate appreciation for state vocational education staff in
efforts to assist council such as providing Information or addressing
the council.

o Review council reports advice, and recommendations with 'he director
before making presentations to state board or others.

o Include the director and staff on mailing list of council.

o Share information, discuss conference participation, or provide new
resouce information, studies, etc. to vocational education state staff
for areas related to their specific responsibilities.

O Develop a rapport that reflects mutual goals for quality vocational
education. This does not always mean total agreement on process,
delivery, priority, and other factors.

Job Train n Coordinat n Council TCC

An effective liaison relationship with the state's JTCC is important, not
only as a group to whom the council reports its advice and recommendations
concerning the coordination of JTPA and vocational education, but also as a
group that can be helpful to the council in its evaluation of this coordina-
tion. At least one member of all state councils will be a member of the JTCC.
In several states, more than one member is a member of both councils (Alabama,
Alaska, Illinois, Nebraska, Nevada, New Hampshire, New Mexico, Ohio, South
Dakota, Washington, Wisconsin). These members will be valuable elements in
developing good working relationships.

JTCCs are appointed by the governor, with a chairperson representing the
private sector. JTCCs have responsibility to advise the governor. In addi-
tion, they have responsibility to work with other agencies to identify varioustraining needs. The JTCC reviews and comments on the state plan for voca-
tional education. JTCCs are required to access coordination among a variety
of state agencies.
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Council staff show/J1cl become wel 1 versed on the Job Training PartnershipAct (PL 97-300). witicE, is the federal legislation ror employment and trainingprograps. The NAS/ColafE Handbook contains summer1e= of JTPA and the JTCCs.These will provide nesded,ba-sic information on whi ch to build a more thoroughunderstanding about )1=3ur state's JTPA system. Chapw-ter V has a description ofthe JTCC; Chapter V1I_I summarizes JTPA and cites sections of the Perkins Actpertaining to JTPA and vocational education coordirt ation.
Keep in mind that even though the JTCC and the tate council on vocational

education may appear =o have similar responsibilitis, there are significant
differences. One maji=ar difference is the autonomy azIff the councils and theirstaff. Federal legisl ation does not provide that saff of the JTCC beobtained by and be re=ponsible to the JTCC itself. Staff are employed by the
agency administering, JEITPA programs and assigned to taff the JTCC, whereascouncil staff work fOr the council , not the state bard of education. A sec-ond difference is that_ JTCCs advise local as veil a state entities on theirplans, wfiereas the stam,-te councils advise only statelevel entities and reportat the federal level.

Another difference is generally the size and mateup of the two councils.
Vocational education c .rauncils have 13 members, with 7 from the private sectorand 6 from the educatimonal arena. JTCCs are general ly much larger, with asignificant membership frm local goverment and put--lic sector agencies.

Liaison-building aiativities with the JTCC and JT-PA community include the
fol 1 owing:

o Attend meetings of the JTCC.

o Include the JTC= and JTPA community (SDA, and others) on mailing
1 sts of councia to receive publications and 43ther council information.

o Participate (bo=h members and staff) in confe ences sponsored by theJTPA community.

fileet with and participate on subcommittees of the JTCC.

o Hold joint meeti ngs of the JTCC and state cour-acil and/or subcommittees.
o Establish regula r (quarterly) meetings of the staff for both councils.
o Avoid duplicattoxi by discussing plans of both councils, for the assess-

ment of coordina--tion between JTPA and vocatior-aal education.

Plan reports at er-egular meetings of both coun=ils to keep membersapprised of the ctivities of each.
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Assi _ st the til-PA community to better understand the perkins Act by pro-
vidi ng information through presentations or summarize materials about
t he act. itself. .

Co-szponsor studies or research.

-tor

Trade o r professional associations serving the private sctor may provide
the needed avenue for the council to "advise the business cahmnunity and gen-
eral public." These liaison relationships are the least welt= developed for
state coun=ils and the educational community in general. Cet=sperative efforts
between the public and private sector, particularly with voctional education,
have a l ong history. These have been mainly 1 ocal ly driven nd without the
sense of a nationwide concerted effort, which began with the 1976 Vocational
Education A.menchnents, gaining momentum and reaching mandated status in the
JTPA of 198=2 and the Perkins Act of 1984.

There() -re, not only is the expertise and the finesse witrim which partner-
ships are b.puilt at an infant stage, the acceptance level of be benefits for
the two sec-_tors continues to be in need of influence. Keep n mind that seg-
ments of thme public sector are often mandated to coordinate .1-1d cooperate with
each other, but for the private sector, it is a voluntary pr=cess.

The dev.-elopment of effective liaisons with private sector groups may have
the longest _ y to go and could become extremely time consurtyr ng. To assist in
this endeavo-or, it is suggested that councils tap into existirmg efforts as
resources I n this area.

The Nat _ional Association of State Councils on Vocational Education (NAS/
CoVE) has. Womorked to establish a liaison relationship with sewireral private sec-
tor associa-tions at the national level, as have national voctional education
associationm-s of educators, administrators, and state director-s. These efforts
have providwed an entree at the state level for many councilS.--

Local l-laison relationships, particularly through local amdvisory councils,
may be adclig=tional resources to state councils. These relatico.nships may be
directly lirsiked to the private business or corporation, in 11 eu of their state
association counterpart.

The othr .obvious resources are the council menbers therns elves. The seven
members of t-the private sector can do a great deal within thei r own fields to
establish pc2ositive rapport.

As coun=ils assess the labor force within their own state s to determine
growth- and wretraining needs, they will acquire insight into w-t-vich private sec-
tor .groups hould be pursued first. Following are examples o.--f the kinds of
trade and Prw-ofessional associations or businesses with whom .c_ouncils may find
liaison reltionships advantageous.
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Worker Related

o Organized I abor

o Secretarial organizations
o Nursing organizations

Mena ement.Related

o Training and personnel association
o Civic groups for business (e.g., Chamber of Commerce and sinml l bus nessassociations)

Indutu.. Related

o Medical associations (e.g., hospital , health, and dental)
o Financial associations (e.g., banking, savings and loan, credit and1 nsurance)

o Agricul tur al associations

o Manufacturing associati ons

Liaison-building activities %.41 th the private sector include thefollowing:

o Attend conventions and other state meetings of trade and pro-ressional
associations (staff and members).

o Provide a session (presentation or workshop) at meetings to ell scuss
vocational education partnerships with the private sector.

o Exhibit at conventions to distribute vocational education andl councllI nfo rmati on.

a Provide certificates to acknowledge assistance given by the private
sector to vocational education through service on local adviory com-mittees or special partnerships at the local level.

o Commend and recognize private sector initiatives in publicati ons andnews releases of the council , citing individuals, association's and com-panies by name.

o Invite representatives of state associations to attend counci 1 meetingsand/or make presentations to the council about their needs fo r a futurework force.
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o Ho d publiu hearings in small businesses, union centers, or industrial
settings.

o invite representatives of the private sector to provide input to the
council on various issues through surveys, public hearings, blue ribbon
panels, technical committees.

o Develop a mailing list of private sector individuals who have been
involwA in vocational education for distribution of newsletters and
other information to maintain their involvement.

o Provide newl releases to local newspapers, radio, and television to
acknowledge contributions of the private sector to vocational
education.

o Invite a panel of association representatives to meet with the council
or its committee to identify strategies to assist the council in effec-
tively reportirj to the business community and general public.

o Work with trade and professional associations to exchange news items
for newsletters.

o Secure members of the private sector to address vocational education
and JTPA conferences to present their views on education and training
for employment.

Other Agencies and Organizattons for Liaison Relationshtps

Following are categories and examples of groups with which the council may
find a cooperative worting relationship beneficial. Although the council has
no mandated responsibility to these groups, they may be instrumental in
encouraging decision-Making bodies to adopt council recommendations and
advice. The groups will also be responsible for initiating the changes needed
to implement new policy successfully.

Vocational education_ community. The kinds of vocational education groups
taking shape 1-6 any state will vary because of the delivery system, state
organizational structure, size of state, and a. variety of other factors.
Because these groups will be affected by council advice and recommendations,
developing a communication linkage wtth them is important.

Vocational education groups may be a resource to the council in two ways.
First, they possess much of the information needed Oy the council to fulfill
many of itt Mandates, particularly the evaluation of the adequacy and effec-
tiveness of vocational education. Secondly, they may provide valuable input
for council advice and recommendations.

If council recommendations and advice become policy adoptions by governing
boards, the vocational education community will be instrumental_in implement-
ing and carrying out these policies. Although some policies call for state
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level process, practice, and activity tnplementation, others mai be dependent
upon attitude and more localized initiatives. A good rapport between the
council and the grassroots of the vocational education community may ulti-
mately determine the impact of the council's efforts. Groups may or may not
be formally organized into associations, therefore may require varying
approaches.

Following are examples of liaison-building activities that may be effec-
tive and of the kinds of groups and organizat ons with which the council may
work cooperatively.

Liaison-building activities with the vocational educational community
include the following:

o Participate in _or cosponsor) inservice education activit es of the
state's vocational association.

o Assist vocational educators to work more effectively with the private
sector by providing inservice education and technical assistance for
working with local and/or relional advisory councils and private indus-
try councils.

o Work with and support activities of the State Occupational Information
Coordinating Committee (SOICC) by having a council member or staff per-
son with assigned liaison responsibilities.

Schedule joint sessions with the SOICC for input into planning and
receipt of information.

o Participate in inservice education meetings for administrators of voca-
tional education programs, providing them with an update of council
activities and concerns.

o include local, regional, and state vocational educators on mailing
lists of the_council to receive reports, publications, newsletters, and
other council information.

o Offer to provide a periodic review and update of council activities at
meetings of association boards. Invite reciprocal reports.

o Conduct public hearings to obtain the views of the special interest
groups of vocational educators.

o Commend and publicize achievement of individuals, groups, and programs
of the vocational education community.

o Conduct interviews and surveys to obtain views of the vocational educa-
tion commmnity.

o Request the vocational education community to conduct tours of the r
programs and facilities for the individual council members.
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o Encourage council members and/or committees to select a group or organ-ization having interests which align with their council responsibili-ties and develop a liaison relationship as a council representative tothat group, attending meetings, reporting to the council, and so on.

o Encourage council members to become participating members of committeesof various vocational education groups.

o Attend conferences sponsored by the vocational education section of thestate board, make preser tions, encourage council participation, havean exhibit, and conduct public hearings in conjunction withconferences.

o Meet with university personnel to present council information pertinentto their concerns.

o Discuss vocational education policy issues with students in preserviceand inservice education programs at universities.

o Provide council publications to universities for use in class discus-sions with students.

Groups with which the council may work cooperatively include thefollowing:

o State Board far Vocational Education.

o Vocational education associations--found in all states, usually affili-ated with the American Vocational Association, sponsor conferences andother professional development activities,.

o Local, area, or regional vocational education administratorsmay ormay not be foinnally organized, but often participate in state inser-vice education meetings. May have several groups such as communitycollege deans, area vocational schbol administrators, area or regionaldirectors, and departmental chairpersons.

o Local vocational education advisory council membersseldom organizedbeyond the local area.

o University vocational education personnel.

o State vocational education staff plus staff of community college board,higher education boards, and/or boards of education, if separate fromvocational education board who work with vocational education.

General Education_Communit . During the past 2 or 3 years, nearly everystate council has advocated improved coordination and increased partnershipsof vocational education with academic or general education as a means ofenhancing the academic competencies of vocational education graduates. Itseems appropriate that if we advocate this relationship, we must develop a
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rapport or liaison relationship with that segment which Is conduc ve to creat-
ing these partnerships.

Recent emphasis on the need for basic academic skills has probably brought
the vocational education_community and the general education community closer
together than any other factor. The extent to which this is happening varies
among states. A number of conditions enter into the picture. Some conditions
create barriers while others are facilitating in nature. The following list
of conditions and examples may be helpful for assessment and comprehension of
this relationship in your state. Coordination often emerges as a solution to
a problem. Several factors affect this coordination.

o Sin-le State Board !Or General Education and Vocat onal Education The
structure implies a policy of vocational education being an integral
part of the total educational process. Conversely, separate boards
imply separation of the two, thus requiring coordination to be a con-
scious process.

o Decline of Sc12221:h2222pulAt12(1. As enrollments decline, per pupil
reimbursements provide fewer dollars and staff reductions often result.
The education community may work together to save teachers' jobs or
take advantage of smeller class sizes to improve instruction, or they
may be polarized as they scramble to protect their own turf.

o _Increasin Academic Re uirements for_Graduation. Coupled with declin-
ing enrollments, having less time in the school day to participate in
vocational education has resulted in a secondary enrollment decline for
vocational education. Increasingly, vocational educators are attempt-
ing to work with the general education community tr determine if voca-
tional education can be substituted for some mathematics, science, and
language arts requirements.

o Em lo er Criticism of Vocational Education Having Graduates Who Are
Deficient in Academic Skills. This criticism is causing vocationa
education to go to academic education for assistance in how to inte-
grate and enhance teaching of "basics" in vocational education, thus
acknowledging the need to work tOgetner.

o More Students in Advanced Academic Courses. Increased graduation
requirements are causing many studelifF7WY had been taking minimum aca-
demic courses to take advanced courses. Many of the students are there
reluctantly. Teachers are finding they need to change traditional
instruction method177 and are seeking assistance from vocational educa-
tion for using methods of application.

The kinds of individuals and groups within the general education commun-
ity with whom state councils want to develop cooperative liaisons differ from
stae to state because of orpnizational structures. Some generic examples
include state associationS for local boards of education, community college
boards or state education boards not designated as the state board for voca-
tional education, education departments in universities, boards of higher
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education, special education cooperatives and teacher groups, and state asso-
ciations of principals and superintendents.

Liaison-building activities with the general education community Includethe following:

o Select activities suggested above for working with vocational education
which are also appropriate for working with general education.

o Develop a mailing list for general education Individuals and groups to
use in disseminating council newsletters, publications, and other
information.

o Encourage vocational education to provide the general education commun-ity with information.

o Assist the general education community to become aware of how voca-
tional and general education affect each other, thus creating a needfor rclationships between the two.

o Participate in statewide conferences and sponsor vocational educat4.onsessions.

o Conduct public hearings in conjunc ion with statewide conferences toget input from participants.

o Co-sponsor studies to obtain information of mutual benefit.

Governmental a encies. Each state will have its own names for agencies,but there are similarities in the types of state agencies. Even though
responsibilities will be grouped differently, state agencies are generally oftwo types. One is a branch of the governor's office and is administered
through that office. The second is separated from the governor's office and
generally administered by appointed or elected officials or boards.

A state agency directory is helpful in sorting out what may seem to be amaze of agencies. Those of particular interest to the council have responsi-
bility for the following:

o Job Training Partnership Act agencies

o Human resource development

o Economic community development (some _tates have agencies for smallbusiness

o Labor, apprent_ceship, job or employment serv ces

o Corrections
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o Rehabilitation services

o Licensing and/or certification

Other state agencies (or departments within agencies) may be of interest
to the council for specific issue-related topics. Examples may include those
with responsibility for such areas as aging, drug and alcohol abuse, family
and/or child services, women's concerns, and consumer concerns.

Liaison-building activities with governmental agencies include the
following:

o Identify the state agencies and their primary missions.

o Determine Wh_ch state agencies have interests and concerns common to
those of the council; identify specific concerns.

o Review these agencies with members of the council to ascer ain existing
relationships on which to build.

o Be alert to activities, meetings, or other events that may provide an
opportunity to discuss mutual interests with staff or other agencies.

o Recognize that appropriate relationships may be periodic and do not
require routine initiation.

o Communicate using exchange of information.

Le islative relationshi s. Perhaps nothing varies as widely from state to
state as the manner in Which state councils work with their state legislatures
and with their U.S. Senators and Representatives. HOwever, some general
guidelines and suggestions are applicable across state lines.

State councils are funded with federal funds. Some state councils also
receive state funds. The use of federal funds for federal lobbying is not an
allowable expenditure of funds. To understand the councils' role in the leg-
islative process, it is necessary to understand the process 'Aself.

Many fine illustrations and discussions about how bills are introduced,
amended, and eventually passed into laws are available. The NAS/CoVE Handbook
(Chapter VIII) is one resource. State councils in Alaska and New Mexico have
developed materials they are willing to share. The state vocational associa-
tions and many other state and national level associations also make this
information available for staff and council review and use.

The councils' involvement with legislative bodies is for the purpose of
providing information. This is not a term to cover up "lobbying" efforts, but
a term to be taken at face value. State legislatures, as well as our federal
lawmakers often request state councils to come to testify. This request is
made as a means of acquiring information. Lobbying has legal definitions and
requires registration in most states. Staff should clearly undPrstand these
definitions and terms.
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Webster defines a lobbyist as "one who tries to get a legislator to votein favor of his [her] special interests." The phrase "---cries to get a vote" isthe key phrase. If a council presents its findings alba ng with its conclusionsand recommendations, the council is providing informatiaon. The key is to pro-vide the information and not to "try to get. . . Fo .2- the most part, whencouncils provide information routinely it is helpful to the legislator in con-sidering emergig issues, not to determine his or her v4Qte on a bill. Prob-lems may arise for councils when issues are controversil.
For the purpose of this discussion, it is important to know the players.The legislative branch at both the state and federal le....fels is made up ofelected officials with employed staff to assist in their- work (in a mannersimilar to that of the governor's office). Legislative staff may provide ser-vices to a committee, a political party, an individual m-lember, or the legisla-tive body as a whole. Services provided include adminitrative, clerical,legal, information, or others needed for carrying Out ti-zeir responsibilities.
Personnel who have responsibility for keeping electd officials apprisedof information related to various topics and iSSues are known as aides, advi-sors, or staff. It is with these individuals that court= ils usually work.Councils provide staff with information they can use to apprise those for whomthey work.

Li ai son-buil di ng activities wl.th 1 egi slatures includ the foll ng :

o Provide information and data collected by the comilcil as they becomeavailable on a routine basis. This makes it a reular service, not anattempt to get a vote.

o Develop liaison relationships with legislative st..ff for education andlabor (;ornmittees and budget or financial committes. These peopleneed the information most,

o Discuss council information with legislators or saff.
o Be prompt in gathering additional information wher-a it is requested.
o Become knowl edgeable of research activities being conducted by 1 egi sl a-tive staff to avoid duplication or assist if apprt=ipriate.
o Ask what kinds of information they need or would 1ind helpful in theirwork.

o Invite legislators and staff to address the coma 1 on key issues.
o Encourage members to voice their concerns and inte r-ests as privatecitizens to their legislators.
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FederaiLeve1 L 'siz=ons

LiaiRons established between thestate counc----il and federal-level groupsare important. The effectiveness ofthe council may not be as directlyenhanced as it will be with state-level liaisons-, but good working relation-ships may be extremely helpful to council staff. The development of these isnot particularly time consuming.

A listing of these federal-level groups follcz=wes below. A brief discussionof each, its role and relationship tostate counils and some suggestions tostaff are included with each. Additional inTornimation, names, addresses, andphone numbers are in Chapter V of the NAS/CoVE fiandbook.

De artment of Education

The USED has responsibility for state council compliance. The Office ofVocational and Adult Education provides technical assistance to state coun-cils, particularly in terms of federal reports r-cluired by the councils.
Staff should build effective and friendly rel ations with the vocationaleducation staff of the USED who work directly wit:II the council. New executivedirectors will want to call and introdne themsel yes to the staff. You maywish to ask the staff to review your state's file and visit with you aboutimproving reports sent to that office,
When new support staff responsiblefor federa-1 repor s, particularlyfinancial, are brought on board, a telephone call to clarify questions willnot only expedite the time council staff has to sa=lend on these and diminishtime required of USED-staff, but alsomay make th difference in whether ornot funds can be released to flow tone state in a timely manner.
The USED should be included in thecouncil's nmailing list to receivecopies of council publications in addition to thede reports required to besubmitted to them. Staff members of USED are oftn in attendance at regionaland national vocational education meetings. Stat council staff should takeadvantage of these opportunities to get acquaintec&I and introduce council mem-bers to them. They are knowledgeableof nationwialie emerging issues and ini-tiatives, thus are valuable resources,

U.S. De artment of Labor

State councils are required to stbmit reports to the Secretary of Laborabout their findings and recommendations relevant to the adequacy and effec-tiveness of vocational education and the coordinat ion of JTPA and vocationaleducation. Other reports and publications of the council may be useful to theDepartment of Labor because of their responsibilit to JTPA programs.Although councils do not work directly with this d.epartrnent, opportunities tobuild plsitive relationships will ultimately serve to improve coordinationbetween vocational education and JTPA,more particmelarly state councils orvocational education and state Job Training Coordiimnation Councils.
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National Association of State Councils on Vocational Educ NAS/CoVE

The NAS/CoVE is an association for state councils. All state councils are
members. Communications of the association generally are sent to council
offices for distribution to members. Staff of state councils should take anactive role in the association. It provides an opportunity to exchange ideas
with staff from other states and is a vehicle for staff development. The NAS/
CoVE Handbook provides additional information about the association, as well
as re3M7777gaterials for council use.

National Council on Vocattonal Education (N/CoVE)

The National Council on Vocational Education was established by the
Perkins Act to advise the President and Congress. The national and sta e
councils have no mandated responsibilities to each other, but do desire to
communicate, exhange information, and support each other's efforts.

State councils are urged to develop a positive relationship with the
National Council. Council .publications and information should be forwarded to
the National Council office. State councils may wish to include National
Council members on their mailing lists for newsletters and major publications.
In addition, states having a member of the National Council may wish to extend
a special invitation to that person to attend State council meetings or to
participate in dialogue with them on national and state issues. Chapter V ofthe MS/UWE Handbook provides additional information about the National Coun-cil, plus a listing of its members.

National Center for Research in Vocational Education

The National Center for Research in Vocational Education, cc.mmonly knownas the National Center, is located at The Ohio State University and is cur-
rently funded under the Perkins Act. Chapter V of the-NAS/CoVE Handbook
describes the mission and activities of the National Center. Chater VI con-
tains numerous examples of the kinds of resources available from the NationalCenter.

State councll offices are automatically on the National Center's mailing
list to receive their newsletter (which announces workshops and new products)and catalog. The National Center can provide many services at a minimal cost.

Staff at t' National Center are knowledgeable of nearly all reearch and
initiatives tha_; are taking place. They aro willing to help you find it orput you in touch with people who are knOwledgeable about the topic. If you
are conducting a state study and want to find out what is happening in other
states on the topiC, the Natione Center will be your best resource.

Two items from the National Center are recommended as "musts" for allcouncil offices. first is a series titled "Research You Can Use--NeedSome Facts." It is a lay-language publication series, 4-8 pages (5 x 8 size)
and available to state council offices and members at no cost. Another series
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that is available etavery low annual subscript=lon rate is Facts & Findings.Issued quarterly, itis in newsletter format and summarizes research related-to vocational and techical education.

Many state coundls participate in the Natio nal Center's ADVOCNET. Thisonline communications network of federal, state T---iand local vocational and tech-nical personnel is n electronic mail system for transmitting messages, docu-ments, and meeting ed product announcements! as well as offering electronic
publications and bulletin boards. Nearly all stkiate boards participate. Statecouncils can accest their services or obtain the =-ir own "mailbox." For addi-tional information, see the NAS/CoVE Handbook, CF-lapter V. page 21; call theNational Center; Or agact your state director r-nf vocational education.

Council staff are urged to participate in act=ivities sponsored by theNational Center or its Academy (which provides st=:aff development activities).Council members will also find these activities .%ealuable.

Other National Or nizgions

National trade adrirofessional organization provide a wealth of infor-mation about vocatiouland technical education o- seful to staff of statecouncils. MembershipmWor participatiOn in cOrferences and workshops willcontribute to the Professional growth of staff. Examples of these includeAmerican Vocational Maciation (AVA), American A_-__ssociation of Community andJunior Colleges (AACJ), National Alliance of BUs--iness (NAB), and AmericanSociety of Association Executives (ASAE).
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POLICIES, PROCEDURES, AND PRACTICES

The Carl D. Perkins Vocational Education Act; Section 112 (c) indicates:
"Each State council shall meet as soon as practical after certification has
been accepted by the Secretary.

. . The . council operating procedures
and staffing, shall be as provided by the rules of the State council. . . ."

The chapter on Administration and Organization of Council Activities deals
with how staff can assist the council ia carrying out their mandated responsi-
bilities efficiently and effectively. This chapter concerns itself with poli-
cies, procedures, and practices that are established bv the council itself to
provide direction for both staff and council members.

Formally adopted policies are needed for some areas with which the councilconcerns itself. Procedures may be developed to establish a step-by-step pro-cess, often serving as a checklist for completing an activity. Practices canbest be described as "the way we do things." Practices are seldom in writing,
but In the minds of staff and members, they may carry the same weight as an
officially adopted policy. Although practice can be changed, all the "resis-tance to change" emotions may surface.

Personnel P. Acies

All state councils should have personnel policies on file. A brief list-
ing of items that may he included is provided to assist a council wishing torevise its policies. States differ in the process used to revise or develop
personnel policies. Council bylaws may establish the process, or the policies
themselves will have a provision.

A personnel committee may be appointed at large from the council or it maybe composed of the executive committee/officers of the council. Staff
involvenent in the process of revision is usually through the executive direc-
tor, unless another process Is specified.

Examples of items that should be addressed in personnel policies include
the following:

0 Explanation of procedures used to es ablish and revise policy

Personnel covered by the policy

Recruitment, selection, and hiring practices

Use of reference checks, interviews, and competency testing
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o Status of existing personnel in applying for vacancies

o Authority for decisions for various positions

Salary ranges and/or scales, authority for recommendation and approval

Staff involvement in personnel policy adoptions and revisions

o Fringe benefits, conditions, and allowances

o Responsibility for job descriptions and personnel evaluation

o Implications for performance reviews, such as probation, dism ssal,
merit pay, and salary adjustments

o Effective dates of salary increases, fringe benefits, earned vacation,
disability, sick leave, and other leaves

o Work schedules and lunch and break periods

Paycheck distribution

Official and religious holidays

o Vacation schedules, accumulation and transfer, pay for unused days

o Leaves of absences (sick days, personal, illness or injury, campaign,
court, professional development, voting, elected office, bereavement,
educational, child care, and communication action), conditions, dura-
tion, status of pay, benefits, accumulation of tenure, and extensions

o Personal leave

o Standards of conduct/code of ethics

o Records of the employees, confidentiality and review

o Grievance procedures

o Resignation and termination of employment, exit intervie s

Fringe Benefits

Fringe benefits Vary greatly anong the states. The Utah council staff .

periOdically surveys staff of state councils to collect salary and fringe
benefit information. Examples of fringe benefit packages provided by councils
include.the following:
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o Worker compensation

a Coverage under Unemployment Compensation Act

o Retirement (i.e., state employees, education, social security, and
private pension plans)

o Life insurance (which may be maintained by employee after leav n- the .
council's employ)

o Medical and dental insurance and family coverage

o Car allowance

o Membership dues in professional organizations

o Car provided (leased, rented, state vehicle pool)

o Tuition reimbursements

o Bonus payment, bonus travel package

o Credit card for business expenses

o Individual Retirement Account

o Complimentary entertainment tickets

o Sabbatical

o Leave with pay to perform vocational education services and s udies,
serve as a consultant, conduct workwilops, or deliver speeches for which
compensation is also provided

o Annuity programs

o Investment programs

Job Descr1pjons

All staff of the state council should have a job description on file.
These may not be adopted as a policy would be, but serve as a form of policy
to provide direction to staff. The preparation and revision of a job descrip-tion_is an administrative or staff responsibility; however, the council
usually endorses them in some manner. (They may be provided in bylaws or per-
sonnel policy.) Job descriptions are generally the basis for job performance
evaluations.

Job descriptions for the major staff roles as described in the chapter on
council staff are provided here as examples. The content would need to be
adjusted to fit particular state situations.
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Executive director. The executive director provides the following job
funCtions for the council as they relate to vocational and technical
education:

o Serve directly responsible to the council*

o Serve as the official spokesperson for the council.

o Employ office staff to carry out functions for council, supervise
staff, and make recommendations for staff salaryand promotion to the
council.

o Prepare annual tentative budgets for review by the council.

o Submit budget to appropriate federal offices and provide for necessary
requests of the fiscal agent.

o Supervise information needed for preparation of reports pursuant to
council direction.

o Provide leadership, development- and consolidation of activities as
they relate to mandates.

o Provide leadership to the council for establishing and carrying out its
goals and objectives through a plan of work.

o Determine financial procedures, accounting, and reporting of state and
federal funds allocated to the council within the approved approprla-
tion limitationS -and designation of signature authority anong staff.

Prepare or direct staff to draft appropriate policy recommendations for
improving- vocatienal education for review by council.

o Direct staff in making arrangements and necessary preparations for
council adtivities such as council meetings, committee meetings, public
hearings, and other--activities sponsored by council or with Which coun-
cil is ipvolved.

o Prepare (initiate where appropriate) letters, memoranda, question-
naires, requests for proposal, documents, informative materials and
brochures position papers at the request of the council.

o Plan and-organize public hearings .and conferences with the public,
including reOresentatives from business, industry, labor, agriculture,
and targeted populations-and groups to gather data and collect input
for reports and recommendations needed by the 'council and its members.

o Develop and maintain a liaison (serve on committees representing the
council) with alleducational and government agencies and private sec-
tor organizations with responsibilities and interests in vocational and
technical education and employment and training.
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o Advise the council on current issues and innovative practices related
to council functionS.

o Serve as an ex-officio member of the council's committees.

o Provide,orientation for new council members.

o Work directly with the council chair and/or committees designated by
the chair for determining nsponsib lities and activities that arise
between meetings of the council.

o Perform other responsibilities assigned by council.

Associate or assistant executive d rector. An associate or assistant
execu _ve rector aS-Major respons ty or assisting the executive direc-
tor. A sample job description might include the following functions:

o Serve directly responsible to the executive director.

o Carry out responsibilities for office operations as ass o-ed by the
executive director.

o Collect council activity costs for execu ive director in budget'
development.

o Work with executive director in finalizing and coord nating submission
to federal offices and requests of the fiscal agent.

o Acquire information for reports on vocational education, Job Training
Partnership Act (JTPA), or others as needed. Responsibilities
include the following:

-- Coordinating input activities for council reports
-- Acquiring appropriate data from various sources
-- Monitoring or conducting assigned research studies

-- Coordinating council input resulting from their part_cipation in the
evaluation process

-- Working with committees as assigned
Developir- reports and publications
Publishin_, newsletters and other council information

o Draft council's plan of work, maintain progress data, and provide peri-
odic update to council.

o Coordinate office staff for facility arrangements and preparation of
appropriate materials for council activities, meetings, hearings, and
committees.

o Develop correspondence, position papers, brochures, and documents as
requested.
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o Provide staff iershlp for council committees as
requested.

o Assist execu. by -:ollecting and providing appropriate
information ' 7 he- :ouncil on current issues, innovative
practices, v,fi fort i.

o Develop marter' Is for Ire fltation of council reports and activities.

o Attend exet_ _aw, tt2e meetings at the request of the executive
director.

o Perform otn,,,,r pons'lbilities as assigned by the executive director.

o Serve as dtrec_ed r4 executive di
absence of the direcor.

ector in the event of temporary

,Research associate or evaluation specialist. A research associate or
evaluation-specialist nas res064ttbi1ity-for carrying out functions related to
those activities. A sample job description might include the following:

Serve directly responsible to the executive director.

o At the direction of the council's plan of work, plan, develop, and
carry out research/evaluation activities needed by the council.

Monitor contracts and/or supervise research activities.

o Keep accurate records of activity costs.

o Report findings to council and work with council
tion on the findings.

o Draft, for council review and approval, such items as findings, conclu-
sions, recommendations, and other important information needed for the
council's report.

o Prepare final infor- tion for publication.

o Work wtth staff and council comffdttees to incorporate public hear ngs
and council member expertise in developing the ptan for research
activities.

prepare their posi-

o Apprise the executive di-ector of recommended futuro research.

Administrative asststant or_executive secretary. The position of admin-
istrative assiStant or execUtUi secreta6 ts in.,;reasingly popular with state
councils. This person often doubles as additional secretarial sta f. A sam-
ple job description follows.

Report to the executive d rector and provide serv ces to assistant or
associate executive director, as directed.
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o Fiscal_Managemen ssist d --ector in preparation of state and federal
budgets:

-- Project line items.
-- Determine budget.
-- Submit budget.
- - Monitor state legislation regarding budget.
- - Advise director regarding overall financial matters.
-- Maintain liaison with Branch Financial Officer and. U. S. Deparbnent

of Education, Division of Cash Outlays.

o Accounting_ Reponsibilities;

-- Prepare and maintain records on all council accounting transactions
providing liaison with accounting section of fiscal agent.

- - Prepare council monthly and quarterly financial reports.
-- Prepare and process travel vouchers for staff and council members.
-- Prepare out-of-state travel requests for staff and council members.
-- prepare and process purchase requisitions, invoice vouchers, and

agreements for contractual service.
- - Maintain service contracts on office equipment.

Office Res onsibilitjes:

- - Serve as office manager and supervise o fice staff in absence of
executive director and'assistant/associate.

-- Assign work to other support staff,
-- Compose memos, reports, and correspondence.
-- Review council mail, highlighting items for attention of other

staff.
-- Ensure that correspondence is answered and deadlines are met.
- - Maintain personnel files on council staff, maintain files on council

members and vendor contracts, also maintain council certification
information.
Make travel arrangements for staff.
Maintain vacation and sick leave log for office staff.

-- Answer requests from public for information and reports (verbal and
written).

- - Keep upto-date list of terminology and acronyms.
-- Serve as additional secretary, as needed.

o Council Activities:

Arrange ftr council and committee meeting facilities, meeting mate-
rials, microphones, seating, and meal functions,

-- Attend all council meetingt and be responsible for all minutes.
-- Make travel and lodging arrangements for council.
-- Obtain a list of pre-council meeting Correspondence from executive

director/assistant and arrange for preparation and mailing.
-- Obtain a list of materials for council packets and arrange for

packet preparation and distribution.
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o Council Publ cations:

Proofread all publications prior to printing-.
Prepare bid request proposals for printing and follow through aftercontract award until publication is received.

o Other _Duties as Assigned:

-- Perform other duties as ass_gned by director/and or assistant neces-
sary to carry out the functions of the office.

Secretary. The position of secretary may include many responsibilities
assigned-to the administrative assistant, depending on the competencies andskills of the individual. The following are typical functions:

o Provide secretarial service including taking dictation operating word
processor, and typing. Work will include letters, drafts of reportS0
notices of meetings, agendas, minutes, and so on.

o Attend council meetings, assist with or provide for arrangements, andtake minutes.

o Transcribe tapes of counc l meetings and forumt.

o Take minutes of ccmmIttee meetings, when requested.

o Serve as office receptionistgreeting visitors, answering phones, andplacing phone calls.

o Open, log, and distribute mail.

o Maintain general files, locate files for staff as needed.

Maintain activity files of council canmi tees.

o Maintain supply and storage areas, order supplies when needed.

o Operate and arrange for service of copy equipment, word processing
equipment, postage meter, and other office equipment.

o Keep council library and data files up to date.

KeeR all council mailing lists current.

Disseminate council reports/studies keeping accurate records.

o Prepare meeting packets 'and pre-meeting materials, mailing these mate-
rials, minutes, and agendas, to members and others designated.

o Proofread documents with other staff.
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o tstablish office systems for maximum efficiency.

o Assist with training other office personnel to use the word processing
system.

o Perform other duties necessary to carry out the functions of the
office, as assigned by staff.

o Report to executive director and provide Se.,vices to assistant/
associate executive director and others as Jirected.

Conference ParticipAtion

Although out-of-state conference- participation can do a great deal to keep
council members informed ofcritical issues related to their council role, it
is also 'a costly item fer-limited:council budgets. -It can also be a point of
contention among council members if they are not actively flvolved in the pro-
cess and fultY aware of their own participation opportunities.

A set of guidelines.for in-state-.conference- participation may also be nec-
essary:,:butinembers usually attend in-state.conferences that are related to
their oWn enOloyment interests,- thuS -providing necessary .feedback to the coun-
cil. The problem _for in-state conferences may be one of ensuring that the
.councll.has representation.

Out-of-state conference participation of staff members is an administra-
tive responSibility of the executive director, as determined by staff assign-
ments, job descriptions,.-and budgetary constraints. Staff travel may also be
influenced by regulations of the fiscal agent. (See chapter on Council
Finances, fiscal agent section.)

Following are out-of-state conference participation guidelines. The first
part deals with determining which conferences will be approved and how members
are selected. The second part describes the participant's responsibilities.

Selection Procedure

IdentifYing conferences. At the end of each fiscal year, staff will com-
pile a ifst of-conference dates, locations, and estimated expenditures.
(Chapter V of the NAS/CoVE Handbook provides a listing of possible confer-
ences. Addresses are located-in-Chapter VI.) Members will assist by noti-
fying staff of conferences they recommend be added-to the iist by providing
dates, locations, and if possible, estimated expenses.

Establish-11g conferences. The executive committee reviews the list and
submits to the council by the first meeting of each fiscal year its recommen-
dations regarding which conferences are appropriate for council representation
and the number of members to be sponsored by the council to each conference.
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At its first meeting the council approves, subject to adjustment, the
number of sponsorships recommended by the executive committee. Members pre-
sent may indicate_their preferences. Staff sends the approved list to all
members the week following the council meeting.

Council members have 30 days from the date of mailing to Inform staff, by
mail or phone, of the conference(s) for which they wish to be sponsored.

Limitations; Members shall be sponsored to no more than three conferences
per ye-07.

Priorities. If there are.more requests to attend a conference than the
number of sponsorshipS approved, the following order of priority shall be used
subject to the provisions-of. the fifth item:

Conference presenter on program -agenda (limited to eligible expendi-
tures_ not-relmbursed by the conference), or a person in, or seeking, a
_leadership role in- the organization

Council chair

o Council chair-elect

Executive committee members

o Conference-content similarities related first to the members' council
responsibilities and second to the members' employment responsibility

Tenure on ICoK, if attendance at meetings has averaged 75 percent, or
contributions to the council have been significant

o If more than four individuals have been approved to attend a confer-.
ence, a first-year member (or a member who has not previously attended
or been sponsored to a conference) shall be sponsored in the fifth slot
providing conditions in the fiTth and sixth items above are met

Conference "slots" not filled at the end of 30 days may be filled on a
first-come, first-served basis provided the member''7; attendance record is sat-
isfactory or by a member Who has not previously attended or been sponsored to
a conference.

Exceitlons and chan es. Participation in nonrecurring conferences sched-
ule ae nte sca year shall be determined by the chair based on avail-
ability of resources and the spirit of previously stated conditions. Requests
should be through staff. The chair may elect to poll the officers and/or
executive committee.

Any request from members for changes, exceptions, or alterations not
otherwise provided for shall be directed to the chair whose decision shall be
based upon the efficient use of resources and in keeping with the spirit of
the previously stated conditions. Staff shall keep a record of the requests
and decisions that are a matter of public record.
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Resoonslbilities of Council Members

Volunteer. Assist staff in prepar-*ng list of conferences by providing
dates, location, purpose, registration fees, and so on.

Travel ex enses. Indicate your par-Licipation interests in accordance withthe uTdelfhesfóconference participaEtion.

Seek additional funding sources to help defray costs to council that couldbe used to sponsor another council memt)Aer. In most instances, the person willacquire information that is also benefi icial to his or her employer. Enployersare often willing to pay part of the exwenses.

Members are expected to use the mos- efficient and economical travel
arrangements possible. Car pooling, wIlere practical, is encouraged.

Make own travel arrangements.

Provide the following to the counci41 office 4-6 weeks prior to conference:

o Travel costs and departure/rturn times

o Lodgi ng costs

o Regi stration fees

o Other expenses such as taxi, materials to be purchased and so on

(Staff must request out-of-state travel approval from the fiscal agent.)

Reimbursement cannot exceed the amou s-it requested. Staff will add per diemallowance. Members cannot charge expensges to the council (such as plane tick-ets). If registration fees are extremel expensive, there is a process todirect bill this, providin9 the informat-lon and request is submitted at leasta month in advance.

Reporting. Report about the confereince to the council at the next meet-The report should include the foll=swing:

o Key topics and issues discussed

o Trends and their implications for the council

o Resources (such as materials avaii able from other states follow-upworkshops, speakers that might be invited to council meetings, and soforth)

A written _report is not an absolute r- equirement, but is is stronglymouraged. Reports may be a narrative ow ir a simple list of 5-10 key concepts.
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The oral report given at the council meeting should fit the allnted tieon the agenda. (The agenda shows the time frame and number of persmrepor-lt-
ing.) If you feel your report needs more time than the agenda normallyallows, please contact staff_a couple of weeks prior to the meeting so extr&time can be scheduled.

Written reports can be included in
meeting packets if sent to 5taff Inadvance or can be mailed to members after the meeting.

If members attend a conference sponsored by another funding souneandfeel information gained would be useful to the council, they should ndfystaff so their report can be scheduled on the agenda.

Public_relations, Help the council increase its visibility
arld estalII iigood-TririlWir7517anships with other groups through the following:

o If the council funds the trip, register and show affilition aso sta-ecouncil member rather than your business, agency, or school district.
o You may.be attending the conference at your employer's

expenseor as arepresentative of your occupation and area of expertise.
0oreemnceparticipants are often asked to introduce themselves and tell Oomthe!brrepresent. Please indicate you are also a member of the statesmenon vocational education.

o Many council members receive personal publicity through the mmda orare introduced as a speaker or special guest. Include your meMrshipon the state council when providing information for introductim,interviews, etc. You may also want to indicate council responsiMli-ties and leadership
responsibilities.

o Distribute council business cards as you would your own businesscardwhen you travel.

State Council Handbook

Handbooks usually contain independent procedures and policies followed ythe council. They are seldom formally adopted by a council, but most of _heirparts have been at one time or another,

Construction of the handbook and annual updates of its contents are stafffunctions. If a state council does not have a handbook, staff may wishosuggest that one be developed, although this is an activity for: which staffmay certainly take the initiative and 'provide to the council.
If the council has already suggestecito the staff that a handbook °m-oiled, a listing is included In this section to help you get started. K1council committee has been appointed to assist, they may wish to revieM,revise, and adopt the outline. or perhaps each member could take

a seetiOntodevelop.
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Putti ng together - a handbook is not as simpl e as It sounds. Wbat usuallyhappenS 1 S that you discover materials that should be included havenot beenfully der.-eloped or az re in need of revision so you end up writing and develop.-ing much Of the contement Policies often remain as part of council minutes eritift
will have - Ube searawched. The project will conswie a great deal of support
staff'S t irme

The fcbolloring 11t contains information (taken mostly from the Iowa Hanckbook) tbat my be he7.71pful components in a state council handbook. Sue isfound in SzirheMS/CoVEM Handbook and may not need to be repeated.
O mil Goals and Ob'ectives

Council phl osophy
Council goaels and objectives
Council menraclates . of the Perkins Act (KAS/CoVEHandbook, ChapterVIII)
Diagram of relationship of mandates to council goals arid objectivet-- Summary of council role and functions for use as a handout)

o Cooan c11,MernbTr-_--ship

Council and 1 staff directory, public and confidential, preferred
alethg

Biographica'll sketch of council members

o Couiuicll Structure

Committee sa-tructure
stiCommittee g=vals, objectives, and activity summaryStalagraln of ascommittee goals showing relationship to goals, objec-It-tines, and ra-Tnandates of council
MOrganizatiormn charts showing council relationship to various nen-offics and boards to whom they report or with whom they work

es

=ouncil meeing schedule, committee meetings schedules
=41endar of cOuncil-related events, regional and national meetings

N.AS/CoVE roL*-etings, 'Chapter III of Handbook)
=alenclar of events;iliaison groups, such as vocational education=ornmunity, t Lhe-JTPA,:community

Coun goll.-.apprOVed outof-state conferences (possible consid-
NAS/COVE Handbook, Chapter V)

cheduled re--_-_ports of Committees, vendors, or others to council
o Com sic il Plan of

- pplan. re-tflecting process, time frames, and cost estimates for
ar-ttaining cot, uncil goals This may be the culmination of ccemitteewoo rk plans.
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-- Activity sections, related to council goals/objectives of the blan
of work, that might include coordination with JIPA, private sector
initiatives, high school dropouts, distribution of funds, State
plan, technical committees. Each activity section would include
committee reports, 'activities, calendar, and membership; reports of
issues addressed at conferences related to the activityi and
research and studies and related data.

-- Coordination chart showing the relationship of the committees to the
overall mission of the council. Descriptions of how committees feed
into or affect the council's mission should be included.

o Policies_ and Procedures

-- Council bylaws
-- Council policies, such as--

-- personnel
-- travel
-- research and studies
-- public hearing
-- development of liaison relationships
-- expenditure of funds

-- Council practices (if not part of plan of work or licy)--

-- participation with other organizations
-- recognition of achievement
-- reporting practices, to governor, state board, and others

o Busihess_Transactions

-- Council budget
-- Council minutes, current year
-- Summaries of council minutes act on i ems previous years

o Iggislation, rules and _regdlations

State (highlighted and/or summarized as appropr a e)--

-- vocational education legislation
-- elementary, secondary, postsecondary, adult, higher education

that relates or affects vocational education, such as community
colleges, dropout, alternative, bilingual, General Educational
Development, area vocational schools.

-- education budget
-- public meetings
-- enabling legislation
-- economic development
-- labor laws
-- employment and training
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- - Federal (highlighted and/or summarized as appropriate)--

- - Carl D. Perkins Vocational Edutation Act (NAS/CoVE Handbook,
Chapter VIII)

-- Job Training Partnership Act (NAS/CoVE Handbook, Chapter VIII)
Special Education Amendments

- - Civil Rights regulations for vocational education

o Council Corres-ondence

-- Letters of advice to Governor, State Board, JTCC, and others
-- Information (testimony) letters to legislators from council or its

members
- - Requests, with accompanying response, for clarification or interpre-

tations of legislation, policies, and so on
- - Responses to council recommendations

o Council Reports

-- Executive summaries
Highlights of council recommendations

-- Findings and conclusions of council studies
-- Data summaries

o Information on Related A encies ahd Or.anizations

-- Organizational charts of state agencies
-- Directories of board, councils, commdttees and commission members

state board, special education advisory community, JTCC members,
SOICC members, legislative commissions and committees, postsecondary
board members, association staff and officers)

-- Summary notations describing major responsibilities of agencies and
organization

o National or Federal _nformaion

-- Directory of U.S. Departments of Education andlabor staff with Whom
the council works (NAS/CoVE Handbook, Chapter V)

-- Information highlights about the National Council on Vocationa1 Edu-
cation (NAS/CoVE Handbook)
Informaion about national organizations with whom state councils
work such as NAB, National Center for Research in Vocational
Education, AACJC, AVA, ASTD (NAS/CoVE Handbook, Chapter V)

-- Information about the National Association of State Councils on
Vocational Education

Other HO ful Information

-- Acronym lists (NAS/CoVE Handbook, Chapter X)
Definit ons (NAS/CoVE Handbook, Chapters VII and X)
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-- "Copy ready" summaries of council activities, legislation summary
(NAS/CoVE Handbook, Chapter VIII) and other information useful ashandouts or transparancies when making presentations

-- Sample letters for corresponding with elected officials (NAS/CoVE
Handbook, Chapter VIII)
Tistorical summaries of legislation (NAS/CoVE Handbook, Chapter IX)-- Sample travel forms

-- Former council members
- - Format outline for reporting conference participation to council
-- Position statements from other groups (NAS/CoVE Handbook, Chapter

IV)

-- Summaries of proposed legislat on, bill numbers, and so on

Bylaws

Bylaws of state councils should be based on the guidelines of parliamen-
tary procedures followed by the state. If a state council Is established inthe state's laws by legislation, state regulations regarding format will needto be followed in preparing bylaws. Bylaws and any revisions made to them mayneed to be processed through appropriate state procedures and reviewing agen-cies. State councils most likely to be established through state law are
those receiving state funding in addition to federal funding. State councilsmay be in state law if their federal funds must go through the state's legis-lature for approval or authorization to be spent.

Following are examples of major content areas of state council bylaws.
The NAS/CoVE Bylaws may also serve as an example. These are located in Chap-ter III of the NAS/CoVE Handbook. State councils are willing to share theirbylaws. Most council offices have examples from other states in their files.

Suggested content of state council bylaws includes the fo lowing:

o Name of council, acronym, motto, slogan

o Council goals, purpose, mission statement (goals often closely align to
the goals of federal legislation for vocational education)

o Statutory authority (quote of federal and/or state legislation)

o Statutory responsib lity (may quote the federal and/or state assigned
responsibilities)

o Operational procedures--

-- How the council is certified
-- How the council establishes policy, what polic es will be

established
-- How the council develops and uses its plan of work
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o Membership of the council, may be listed as described in fede_al
legislation--

-- Appointing authority
-- Term of service
-- Responsibilities for participation and reporting

o Officers, responsibilities, and elections--

-- Identifies officers to be elected, term of service
-- Describes responsibility, including executive committee, committee

chairs
-- Outlines election process including nominations, date, voting,

filling vacancies

o Canmittees--

-- Establishes committees and their responsibility
-- Outlines or states purposes

o Meetings--

-- Describes manner in which meetings are conducted
-- Indicates how time, place, and dates are established
-- Outlines the use of an agenda
-- Indicates level of public participation at meetings
-- Establishes quorum for cOnducting meetings
-- Provides for business transactions between meetings

Staff--

scribes employment of execut_ve director, who will employ other
staff

-- States major function of executive director
-- Establishes use of personnel policies

o Fiscal management--

-- indicates authority to select fiscal agent
-- Outlines responsibilities of fiscal agent
-- Authorizes use of financial policies

o Amendments to bylaws--

-- Sets out process for revision of bylaws
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MEETING THE MANDATES

This chapter takes on a slightly different format from previous chapters.
Each council mandate is stated as presented in the Perkins Act. The manner in
which the council is to fulfill the mandate, such as a report, advice, or
recommendations, is listed. These are aligned with the audience for the
information.

Suggestions to assist councils in addressing their mandated responsibili-
ties are also listed. The suggestions reflect topics or information that
might be useful to council members as they plan work for fulfilling each man-
date. The suggestions are presented as "Ide6-starters" and are not designed
to provide a step-by-step process. Sample recommendations or advice are
intentionally omitted so as to not bias the user. Suggestions are designed to
spark ideas regardless of existing perceptions.

Process, procedure, suggestions, and helpful hints for examining the sug-
gestions as stated can best be garnered from other chapters_in the handbook
such as the chapters on liaison relationships, council meetings, council
staff, and administration and organization.

The_importance Of council Involvement In the development and decisions
pertaining to council activities is important as are variations among the
states. Councils, like any group, sometimes get established in tradition and
find it difficult to modify current procedures. The following ideas may help
staff to provide leadership for alternative choices.

The mandated responsibilities described in this chapter are to "be per
formed at least once during the period covered by the State plan," unless
otherwise indicated. The first state plan is for three program year periods
(1984, 1985, 1986); subsequent plans are for two program year periods (1986-
1987). Therefore, the first council reporting years inClude fiscal years
1984, 1985, and 1986, with the reports being due on March 31, 1987 (following
year). The second report spans fiscal years 1987 and 1988, with reports due
on March 31, 1989.

Public hearings arid work with technical commdttees are required annually
by the Perkins Act and its regulations. Consultation on the state plan is
also required more frequently if amendments are proposed.

The Carl D. Perkins Vocational Education Act, Section 112 (d)(1): "Each
State council shall meet with the State board or its representatives during
the planning year to advise on the development of the State plan."

Format: Advice Audience: State board
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Section 114 (b)(1): "Each State plan shall be submitted to the State council
on vocational education for review and comment not later than 60 days.prior to
the submission of the plan to the Secretary."

Format: Comment Audience: State board

Section 114 (b)(2): "If the State council finds that the final State pi--
objectionable the State council shall file its objections with the State ooard11

Format: File objections Audience: State board

Meetings of the council and state board are usually between state board
staff and council members and staff during the development stage. The board
itself may not be involved until the state plan nears completion.

The state board may have a member or two who sit in on the planning meet-
ings. Where a separate state board for vocational education exists, the board
members themselves may assume a more active role. During the state planning
cycle, the boards may devote major portions of their meetings to the state
plan. Under these conditions, council members and board members may enter
into direct idea exchanges.

Rapport between the council and the state board may be a major element in
determining both the extent and kind of advice the council is able to provide.
If the council has taken an_adversarial posture, the meetings may be somewhat
formalized and input may all be in written form.

Consultation. At some point, the council should convey in writing major
poirralt makes to the state board during the planning development. This
validates that consultation occurred, but is not a requirement. The council
should express commendations as well as concerns. Consultation should occur
during each 2-year planning cycle and should be given when amendments are made
to the plan. Regulations clarify that it was the intent of the legislation
that the council be involved during the development cycle.

Review. Section 114 (b)(1) of the Perkins Act requires that the "State
plan be submitted to the State council on vocational education for review and
comment not later than 60 days prior to the submission of the plan to the Sec-
retary." Cover letters transmitting the plan to the council for review serve
as documentation that this occurred. The council should record its comments
in writing to the board as a means of verifying the review. The council min-
utes should also reflect that the review occurred.

FilIjg objections. Section 114 (b)(2) of the Perkins Acts states, "If the
State council finds that the final State plan is objectionable for any reason,
including that it does not meet labor market needs of the state, the State
council shall file its objections with the State board." Usually, conflicting
viewpoints or objections are resolved prior to the final plan, but if not, the
council is required to file its objections, usually in the form of a letter to
the board chair. If the council has truly been in a consultation mode with
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the state board, any unresolved objections should not surp_ise the board. _The
state board is not required to respond directly to the state council, but it
most respond to the council's objections in submitting the Out to the Secre-
tary of Education. The Perkins Act requires that the Secretary consider these
comments in reviewing the plan.

Some suggestions for consulting with the state board on the development of
the state plan include the following:

o Recognize that the planning process is an ongoing a short-term
activity.

o Use a council committee to meet with state sLaff to discuss issues
needing to be addressed in the plan.

o Encourage an atmosphere for open dialogue so that the state board staff
can answer questions and c arify the Impact of rules and regulations on
the plan's content.

o Voice concerns from the beginning of the planning cycle to avoid objec-
tions to the final document.

o Work to resolve ail issues prior to final document preparation.

Attend public hearings conducted by the state board on the plan as
observers.

Forward council findings, cOnclusions, recommendations, and reports
pursuant to other council mandates to state board staff who are
involved in state plan development as the information becomes avail-
able. The information should be useful in early planning activities.
They will appreciate being kept informed.

The Carl D. Perkins Vocational Education Act, Section 112, (d)(2)(A):
"Each State council shall--advise the State board . . concerning--policiesthe State should pursue to strengthen vocational educatiOn (with particular
attention to programs for the handicapped). . ."

Format: Advice Audience: State board

Format: Report Audience: Governor, business community, general public

The advice pertaining to policies the state should pursue may result from
a variety of studies conducted by the council or may be the focus of council
study. Problems are often isolated and councils suggest solutions or make
recommendations for change, but fail to address the overall policy issues
that, if left unattended, are likely to cause a reoccurrence of these or
similar issues.
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The absence of policy frequently results in duplication or conflictingactivities. Policy gives stature to an issue or topic, thus bringing it tothe attention of the general public.

Policy recommendations may be made at varying levels. State councils tendtoward addressing policy Issues at the level of the state board and governor.Policies directed toward state board staff in vocational education (e.g.,state director of vocational education, tend to be administrative and opera-tional). Following are areas about which recommendations for varying levelsof policy may surface:

O Preparation of handicapped individuals for employment

O Employment of handicapped individuals

O Responsibilities for preparing citizens for --ployment

o Retraining workers

o Public education through grade 12

o Cooperation among educational levels (articulation)

O Credit transfer

o Tuition responsibilities

o Teacher certification and credentialing

o Support of private sector training

o Incentives for economic development

o Partnerships between public and prIvate sector

o Access to education and training

O Delivery systems for vocational education programs

o Delivery systems for state services and support

O Open opportunities

o Voucher systems

o Financial resources

o Use of advisory and study groups
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The Carl D. Perkins
Vocational Education Act, Section 112 (d)(2)(B):"Each State council shalladvise the state board . concerning--initiatives and methods the private sector could undertake to assist in themodernization of vocational education programs. .

Format: Advice Audience: State board

Format: Report Audience: Governor, business community, general public

By advising the state board about "initiatives the private sector couldundertake," the council is suggesting to the board the kinds of support andinitiatives it needs to solicit from the private sector. This advice willalso suggest to the board areas in which a shifting of responsibility needs tooccur. As responsibilities shift,, the state board's role and function willshift and be altered. The council's responsibility for reporting this adviceto the governor, the business community, and general public should be helpfulto the state board because it provides an awareness among the groups.
The list that follows does not contain sample

recommendations. In fact,rec'-Amendations are not required. It focuses more on the kinds of 'Informationthe council may seek tn order to formulate advice and make these suggestions.
o Determine the extent to which vocational

education is outdated andneeds modernization including instruction, curriculum, and equipment.
o Study management trends being used by the private sector.
o Assess teacher awareness, knowledge, and/or competency for_teachingabout new practices and procedures being used in the workplace.

Determine teacher competencies related to current job skills.
o Select model initiatives for updating teachers that incorporate theinvolvement of the private sector.

o Study curriculum development strategies being used that involve theprivate sector.

o Conduct public hearings to collect 'Ideas from the private sector abouthow they can help.

o Survey teachers to identify their perceptions of needs to determine howthe private sector might assist them.

o Assess the state-of-the-art of private sector involvement in localvocational education programs.

o Identify ways vocational education can "return the favor" to the pri-vate sector.
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o Assess the availabil ty of up- --date equ pment in the educatIonalsetting.

o Seek alternatives to the delivery of vocational education that could beprovided by the private sector.

to Establish the availability of private sector facilItIes for use byvocational education.

The Carl O. Perkins Vocational Education Act, Section 112 (d)(3): "EachState council shallanalyze and report on the distribution of spending forvocational education in the State and on the availability_of vocationaleducation activities and services within the State; . ."

Format: Report Audience: State board

This mandate has two parts. The first deals with an analysis of spendingfor vocational education. The second requires a look at the availability ofservices and activities for vocational education students. The Perkins Actdoes not identify to whom the council reports, but it is generally assumedthat the state board would be the recipient. The report would probably bevaluable to other audiences as well and may be of particular interest to thegovernor and to local educational personnel.

Following are several ideas that may assist councils In their analysis ofthese two areas.

o Spending

-- Compare the state allocation and local spending of funds.-- Determine "roadblocks" that may result in local education agenciesnot spending their allocated allotment for various activitles.-- Ask local educational agencies
why they sometimes don't spend all ofthe funds allocated.

-- Conduct hearings to find out areas for which local educational agen-cies need increased funding.
-- Assess whether or not local educational agencies use available fundsto target problem areas in order to find solutions.-- Interview local school board members to determine how they determineuse of vocational education funds provided by the act.

o Activities and Services

Develop a listing of all activities and services provided by thestate vocational education agencies (research, inservices, curric-ulum development, guidance services, and so forth).
Cempile a list of activities and services provided by other state,federal, and local programs.
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-- Assess local school board members to determine their awareness of
needed programs and services.

-- Compare the above listings to determine the availability and acces-
sibility of programs and services.

-- Conduct a public hearing to identify services and activities not
readily available.

-- Assess the availability and use of vocational education services and
activities by targeted populations.

-- Conduct follow-up studies of newly developed and tIplemented suc-.
cessful activities to determine whether or not these can be expanded
to other school districts.
Aermine whether or not funds are available for needed services and

activities.

-- Evaluate and identify the strengths and weaknesses of the state's
vocational student organizations.

The Carl D. Perkins Vocational Education Act, Section 112 (d)(4): "Each
State council shallfurnish consultation to the State board on the
establishment of evaluation criteria for vocational education programs within
the State;

Format: Consultation Aud ence: State board

In consulting with the state board on the establishment of evaluation
criteria, the council should present useful information to the board. There
are a variety of related studies the council may wish to conduct that will
generate information.

The council may wtsh to work with the state bOard prior to the development
of the criteria in order to identify information needed in che decision-making
process. Because of its accessibility to the general public, the council may.
be an excellent resource for soliciting the needed information.

Some suggested studies that may produce information useful to the state
board follow. The listing is not inclusive, and states may vary significant y
in their process for carrying out this mandate.

o Establish a council committee to work with the state board in an advi-
sory capacity as the evaluation system Is being prepared.

o Conduct a public hearing to compile suggestions from the general public
and the private sector concerning the content of the evaluation
requiranent.

o Ask to be apprised of local input and general public involvement in
designing evaluation criteria.

o Assess other states to obtain related evaluation criteria and
processes.
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o Develop a content outline or standards viewed by the council as appro-priate in evaluating vocational education programs. Share these withvocational education staff.

o Survey JTPA personnel to ascertain quality indicators they seek Whencontracting for vocational education programs and services.

o Interview employers to acquire information they view as needed in theevaluation procesS.

o Ask state board staff to participate in a discussion with the councilregarding evaluation.

o Work with the state staff in field testing new evaluation systems.

o Survey the vocational education community about what they believeshould be incorporated in the state's system of evaluation.
o Ask the governor's office, the legislature, and others how they expectto use the evaluation reports.

The Carl D. Perkins Vocational Education Act, Section 112 (d)(5): "EachState council shallsubmit recommendations to the State board on the conductof vocational education programs conducted in the State which emphasize theuse of business concerns and labor organizations. . ."

Format: Recommendations Audience: State board

A review of vecational education programs to determine the extent to whichthey_are using the concerns of business and labor organizations in planning,developing, and delivering programs is necessary before recommendations can bedrawn. Council activities related to other mandated responsibilities involv-ing the private sector may also contribute to the pool of knowledge. As anefficiency measure, staff should help the council select activities related toprivate sector and voCational education partnerships, which can result Inneeded information pertinent te all three mandates.

Following are studies. and activ ties that may be useful to councils indetermining their recommendations:

o Solicit business and labor organizations' concerns through public hear-
ings and surveys of local advisory councils.

Iden ify quality programs that are the result of us ng business andlabor concerns.

o Interview local personnel to determine how the use of business and
labor concernS was initiated.
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o Examine teacher preparation programs to determine whether or not voca-tional education teachers are prepared with the skills needed to incor-porate business and labor concerns in their programs.

o Ascertain whether or not graduates possess skills needed by businessand labor.

o Survey local personnel to determine whether or not they are knowledge-able of business and labor concerns.

o Publicize exemplary program models that meet business and labor needsand concerns.

o Review labor market information analyses from the State Occupational
Information Coordinating Committee to determine matches and mismatches.

o Ask business and labor to identify desired characteristics of voca-
tional education graduates.

o Compile a list of business and labor concerns, submit it to represen-
tatives of business and labor for rank ordering, and communicate theseconcerns to the state board.

o Ask business and labor to suggest ways in which vocational educationcould better meet their needs.

o Use the expertise of council members from the priva:e sector.

The Carl D. Perkins Vocational Education Act, Section 112 (d)(6): "EachState council shall--assess the distribution of financial assistance furnishedunder this Act, particularly with the analysis of the distribution of finan-cial assistance between secondary vocational education programs and postsec-ondary vocational education programs. .

Format: Report Audience: State board

The analysis of distribution of funds between secondary and postsecondaryvocational education programs has the potential for developing into a contro-versial issue. There are a few words of caution that staff may wish to note.

First, the mandate states "under this Act," which means only those fundsare analyzed. It is important to note that if the state uses quality planningtechniques, other resources available at these two levels will have been con-sidered in order to achieve maximum coordination of all funding resources. Ithe council fails to incorporate this information in their review, it mayreach a conclusion that is not totally accurate or appropriate.

For example, some states choose to fund one level from federal funds andthe other level from state funds. At first glance, it appears one level is
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not being supported, but further investigation would reveal it is simply sup-
ported with funds from a different resource.

Second, the council should be aware of federal criteria establishing form-
ulas and other means of determining "how much money" a local program receives.
The state's compliance is reviewed by the U.S. Department of Education; a
council review would be a duplication of effort.

Third, funds are often used to drive initiatives. This is where contro-
versy may emerge. In its analysis, the council should be cognizant of thJs.
The issue the council may be addressing may be the degree of emphasis placed
on the various levels and rationale for that emphasis.

Some ideas to assist councils In this undertaking follow:

o Review the alloca ion of funds to the various purposes of the Perkins
Act.

o Align all state and federal resources that may "match" or assist_ funds
of the Perkins Act to fulfill its purpose, i.e., state vocational edu-
cation funds, adult education funds, JTPA, and rehabilitation. Deter-
mine if funds allocated by the Perkins Act duplicate or coordiAate
efforts from other sources. Compare these at both secondary and post-
secondary levels.

o Compare allocated resources to distributed resources.

o Assess reasons why local educational agencies may not use funds allo-
cated or distributed to it.

o Ask local educational agencies to ident_fy needed services and programs
not being provided because funds are not available.

o Seek shifts in trends of funds distributed. Determine if funds are
driving priorities or if priorities are driving funds.

o Study an area of funding to determine if the funds are resulting in an
impact.

Where flexibility or state priorities may influence use of federal
funds, suggest appropriate distribution.

The Carl D. Perkins Vocational EducatIon Act, Section 112 (d)(7): "Each
State council shall--recommend procedures . . to ensure and enhance the par-
ticipation of the public In the provision of vocational education at the lcmal
level within the State, particularly the participation of local employers and
local labor organizations. , ."

Format: Recommendations Audience: State board
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This mandate asks the council to recommend ways to ensure that the pri-
vate sector is involved in local programs. Probably more than any other man-
date, this one addresses administrative policy issues. For the state board to
be able to show that the public, local employers and local labor are Involved
in vocational education, regulations governing state approval of local_pro-
grams operation and data reporting are probably required. This comes from use
of the word "ensure."

The word "enhance" has connotations of promotion and public relations, two
activities generally not thought of as state board functions. Enhance also
suggests "improvement." Quantity improvement is rather easily identified, but
quality improvement is less tangible. For the state to work to improve the
quality of private sector Involvement suggests a role and/or function not pre-
viously considered as belonging to the state board of education.

Again, in the interest of efficiency this mandate should be approached
along with others related to the private sector involvement. Some suggestions
follow:

o Identify positive ways in which the public is already involved.

o Describe ways in which the public is not currently involved but could
be.

o Develop a list of benefits to vocational educarion tha- result from
public involvement.

o Focus recommendations around Instruction, curriculum, equipment, and
personnel.

o Survey local employers and labor organizations to determine their cur-
rent involvement and interest in vocational education.

o Ask local employers and labor organizations to suggest ways they can
work with vocational education.

o Solicit position papers and newsletter editorials from local employers
and labor_organizations pertinent to ways they can be involved in the
local delivery of vocational education.

o Survey vocational education teachers to determine ways they involve the
private sector in their programs.

o Encourage active local advisory councils.

o Identifyspecific needs of local employers and local labor.

o Align vocational education activities with local employer and labor
needs to determine discrepancies.
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o Review policy and practice of the state board of education to determine
how it encourages and how it discourages public involvement at the
local level.

o Examine state statutes to identify incentives for public involvement in
local vocational education programs.

Suggest informat_on that indicates private sector involvement.

The Carl D. Perkins Vocational Education Act, Section 112 (d)(8): "Each
State council shall--report_._. . the extent to which the individuals
described in section,201 (b) ['handicapped individuals; disadvantaged individ-
uals; adults who are in need of training or retraining; individuals who are
single parents or homemakers; individuals who participate in programs.desi ned
to eliminate sex bias and stereotyping in vocational education ancFcrimina
offenders Who are serving in a correctional institution'] are provided with
equal access to quality vocational education programs; . ."

Format: Report Audience: State board

Emphasis is given in the Perkins Act to the provision of programs and ser-
vices for targeted populations. Efforts to meet the council's mandate for
"analyzing the availability of activities and services" may be easily coordi-
nated with this mandate for efficiency. As the council analyzes the distribu-
tion of spending for vocational education, the emphasis given to targeted pop-
ulations will also surface.

This mandate may also be reviewed in conjunction with the council's review
of JTPA programs and services. State linkages to serve these special popula-
tions are apparent between vocational education and J1TA. If linkages are not
apparent, the issue may be addressed by the council as it fulfills reporting
requirements for both mandates.

"Equal access to quality vocational education programs" is a two-part
emphasis of this mandate. Not only is equal access to be addressed but also
whether or not the access is to high qua14.ty programs.

Some activities that may help the council in prepar ng its report include
the following:

o Identify all state programs under the Perkins Act that serve the iden-
tified populations.

o Compile a similar listing of programs funded with other state and fed-
eral resources that serve these and other identified populations.

o Compare programs funded by the Perkins Act to those funded by other
programs to identify coordination, duplications, voids, and so on.
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Suggest evaluation criteria when consult17,g with the state board that
will ensure quality programs for the participants.

o Tour or visit special programs.

o Review the stated purposes of each of the programs and assess the
extent to which they meet federal guidelines, as well as needs of the
participants.

o Conduct hearings to gather information about services needed by tar-
geted populations.

o Report on the distribution and use of funds for special programs
designed to meet needs of special populations.

o Identify exemplary model programs that serve special needs of targeted
populations.

o Assess the extent to which mainstreaming i- used.

o Evaluate teacher preparation,and inservice programs to determine the
extent to which teachers are prepared to work with special needs
students.

o Survey local school board members to determine their awareness of needs
of special population groups in their districts.

o Review local advisory council minutes to assess the concern and empha-
sis given to programs to meet the needs of targeted groups.

o Prepare financial information that depicts the financial impact of pro-
viding quality vocational education programs to special populations.

o Collect data available from other sources that identifies the number of
persons Who may have special needs that vocational education can meet.

The Carl D. Perkins Vocational Education Act, Section 112 (d)(9)(A)(i):
"Each State council shall--evaluate at least once every two years the voca-
tional education program delivery systems assisted under this Act, and under
the Job Training Partnership Act, in terms of their adequacy and effectiveness
in achieving the purposes of each of the two Acts. . .li

Format: Advice Audience; Governor, State Board, State Job Train ng Coordi-
nating Council, Secretary of Education, Secretary of Labor

The mandates of the Perkins Act pursuant to council responsibilities Thr
vocational education provide much of the information needed to fulfill this
mandate. Most problems and positive features of the vocational education
delivery system surface through other studies. Information about the JTPA
delivery system may also surface, but the need for a more thorough evaluation

121

125



of JTPA probably remains. JTPA generates a great deal of data and information
for federal reporting purposes. The council should review this information to
help identify areas it wishes to study further. This is much like a desk
audit that throws up red flags. This report will be useful not only at the
state level, but also at the federal level as reauthorization and new legisla-
tion are being prepared.

Ideas for evaluating the vocational education delivery system include the
following

o Identify the purposes of the Perkins Act.

o Identify the purposes of the JTPA.

o Collect information pertinent to the purposes of the two acts.

o Identify state needs that can be addressed by both acts.

Survey clients and program participants to determine their perception
of the services they received.

o Review data collected for reporting of both acts to ascertain the popu-
lations served, types of services given, cost of services, and so
forth.

o Approach the evaluation by segments and examine one purpose of each act
at a time.

o Work in concert wi h the state's JTCC for joint evalua _on efforts
where possible.

o Conduct public hearings about the adequacy and effectiveness of the two
programs.

o Compare services provided with labor market information.

o Collect information about the use of vocational education programs in
the provision of JTPA services.

o Assess the accessibility of vocational education to JTPA.

o Interview PIC members for their viewpoints on the quality of services.

o Compare training costs statewide,

o Analyze services needed In relation to services provided.

o Identify needed state policy to en ance the quality of the two
programs.
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o Assess the state's commitment to the two programs.

o Search for alternative delivery systems that may be useful in yourstate.

The Carl D. Perkins Vocational Education Act, Section 112 (d)(9)(A)(ii):"Each State council shall--make recommendations . . on the adequacy and
effectiveness of coordination that takes place between vocational educationand the Job Training Partnership Act."

Format: Recommendations Audience: State board

Format: Advice Audience: Governor, State JTCC, Secretary of Education,Secretary of Labor

Emphasis on coordination throughout both the Perkins Act and JTPA isimmense. Coordination must.be addressed in state plans and in a variety ofreports required of both programs. Council members will find evidence ofcoordination in nearly every initiative they undertake if they develop a con-sciousness level for it. The reverse is also true. Many activities revealturf protection attitudes that are easily detected as barriers to manyinitiatives.

Following are some examples of act vities that may help the council in
collecting information about coordination:

o Analyze the services available through both program:

o Identify vocational education programs used by JTPA to prepare clientsfor employment.

o Survey SDA personnel to determine how programs are coordinated.

o Determine why some school districts choose not to participate in JTPA.

o Assess the extent to which PICs and local advisory councils communicateabout coordination efforts,

o Ask PICs and local advisory councils to list activItIes in which they
could sponsor joint ventures.

o Interview SDAs, PICs, school administrators, and advisory councils toask why they coordinate or do not coordinate programs.

Identify state-level mechanisms for coordination and assess their
effectiveness.

o Compile a listin- of all activities used to enhance coordination at thelocal level.
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Determine what coordination activities have the greatest impact on pro-gram quality, number of clients/students served, or other areas ofinterest to the council.

Meet jointly with the-JTCC to discuss coordination strategies.

The Carl D. Perkins Vocational Education Act, Section 111(d): "EachState board, in consultation with the State council, shall establish a limitednumber of Technical Committees to advise the council and the board on thedevelopment of model curricula to address State labor market needs. TechnicalCommittees shall develop an inventory of skills that may be used . . todefine state-of-the-art model curricula . . provide the type and level of
knowledge and skills needed for entry, retention and advancement in occupa-tional areas. . ."

This mandate is not mentioned in the Perkins Act where the establishmentof the state council and its responsibilities are delineated. It is an
indirect mandate because it directly mandates the state board to consult withthe council. Further, it mandates that the technical.committee advise thestate council.

Use of the technical committee's advice may be helpful to the council Inevaluating vocational education programs. Councils may become extremely
involved in consulting with the state board about the manner in which thetechnical committees will design their WOrk and the policies under which thecommittee will function.

The council's consultation may be enhanced by makin- suggestions such asthe following for use by the board:

o Suggest individuals to serve on technical committees.

o Work with the state board to establish the process to be used by the
committees.

o Suggest curriculum to be developed.

o Assist in identifying appropriate labor market needs.

o Consult on how the skills inventory will be designed.
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